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ABSTRACT 
Change in organisations is inevitable, especially in challenging economic times. Recognising that 
we need to engage our people in change initiatives not only facilitates buy in, it can also enable us 
to use the knowledge and insights that our people have to identify and embrace new ideas for 
transformation leading to long term viability.  
 
The literature is awash with models and theories of change, but few explain how to create and 
embed the conditions for change that enable stakeholder engagement, coordination of initiatives 
and sustainability of the management of change within organisations. Managerial cybernetics is 
the science of effective organisation, but little work has been undertaken to utilise managerial 
cybernetics in the design of change intervention which both engages those affected or embraces 
creativity techniques as part of the cybernetic change framework.  
 
Using action research, this thesis explores a number of organisational situations and the framework 
for cybernetic participatory intervention that engages stakeholders both in the design and 
implementation of change. The framework is refined and used within increasingly complex 
situations involving multiple change initiatives, multi company initiatives and cross industry 
initiatives. The framework embeds creativity tools to both engage stakeholders and enhance 
understanding of the situational context, allowing for new and enhanced situations to emerge. 
 
The thesis describes the application of the cybernetic participatory intervention framework in five 
specific contexts and goes on to present the framework as a model for others to use for the design 
of change interventions for their own situation. 
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1 INTRODUCTION 
This introductory chapter presents the background to the research and a summary of the research 
problem. The initial research questions raised are outlined, along with the overall research aims. 
Also presented is the author’s means of dissemination of the research which has been on-going and 
which include a series of papers, reports and presentations to a wide community of practice.  
 
A model of the research journey is presented to allow the reader to see the complex relationships 
between the multiple interventions which have taken place. Finally the limitations of scope are 
highlighted. 
 
1.1 BACKGROUND TO THE RESEARCH 
Organisations do not exist in a vacuum; they are part of complex dynamic systems where change 
or adaptation is the key to survival.  
 
Over the past ten years the author has engaged in a variety of change management projects 
working with a number of organisations in various industries. One fundamental part of the change 
management strategy in all of these engagements has been the involvement of stakeholders to 
identify, plan and implement new ideas. The power of individuals and groups is widely 
acknowledged (Burnes 2004, Hayes 2007, Kotter & Cohen 2002 and Schein 2010) and led the 
author to develop a framework for engaging the community in the process of change.  
 
The second fundamental principle of a change programme is the structure which will allow for the 
management of the transformation from initiation through to embedding processes for continuous 
improvement within an organisational context. Adopting cybernetic processes within the 
engagement model has led to the development of a participatory approach which creates the 
conditions for successful change within organisations.  
Introduction 
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1.2 RESEARCH QUESTION 
This thesis is an action research based collaboration, which has led to both personal and 
organisational learning and change. 
 
This action research based activity is set in a number of interventions over a significant time 
period that helped to develop and test a cybernetic, participatory approach to change. 
 
The research question arising from the conceptual review and the methodology are:  
 
1. Can a new framework be developed to enable participatory intervention in organisations? 
2. Can the new framework for participatory intervention be embedded in organisations thus 
creating conditions which are conducive to change? 
3. In what ways could the principles of managerial cybernetics improve communication 
flows and enhance the conditions for change? 
 
1.3 RESEARCH AIMS 
This research aims to investigate participatory approaches to the design of organisational change. 
Using the principles of managerial cybernetics the study defines a model for participatory 
intervention and evaluates the organisational impact and the benefits of participation. Furthermore 
the conditions which allow sustainable change to be embedded within the organisation are 
examined and presented. 
  
The specific objectives are: 
 
1. To evaluate existing participatory approaches with reference to appropriate literature 
2. To determine and codify a participatory intervention framework based on the principles of 
managerial cybernetics and the investigations of empirical work 
3. To test and refine the framework using action research 
4. To evaluate the strengths and weaknesses of the approach in practice determining the 
benefits of participation and structure 
5. To assess the framework against the principles of managerial cybernetics 
6. To disseminate a framework to a wider academic and practitioner community 
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1.4 RESEARCH METHODOLOGY 
The approach adopted for this research focuses on ‘action’, the desire to improve matters in a real 
world problem situation. Participative Action Research within the interpretive paradigm is used to 
design, develop and facilitate Participatory Action Planning. 
 
The Participative Action Research based activity is set in a number of real world situations.  A 
number of interventions were designed and organised on the basis of a Participative Action 
Research approach and adopting Managerial Cybernetic principles, each one being used to 
introduce change and to meet the needs of the organisations for which the events were held.  
 
The original research approach is inductive to allow data emerging from practical interventions to 
inform the literature review and framework development. An overview of the research journey is 
presented in Figure 1. 
 
 
Figure 1: The Research Journey 
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1.5 OUTLINE OF THE THESIS 
Chapter 1 sets the scene for this study by presenting the specific aims and research questions. An 
overview of the research journey is presented to demonstrate the linkages and relationships 
between the established theory and the practical interventions of the study.  
 
Chapter 2 provides a comprehensive insight into the complex plethora of literature that underpins 
the theory and practice of change management from the perspective of a number of disciplines. 
From this review the author endeavours to identify a suitable framework to apply the theory in 
practice. The use of creativity tools are explored to enhance engagement via facilitative processes, 
they are supportive of the process while the notion of creativity itself and the associated tools are 
outside the scope of this research. 
 
In Chapter 3 a number of research methods are evaluated in order to identify a suitable approach 
that allows theoretical application in a number of diverse contexts. This ensured that models which 
develop can evolve and be thoroughly tested. At this early stage emphasis is based on the process 
of engagement and the structure for managing the transformation process.  
 
Chapters 4, 5 and 6 document the evolution of the cybernetic participatory approach to change 
management within a number of diverse contexts that ensure that the approach was tested and 
refined. Lessons learned are highlighted and along the way the research is disseminated to both 
academic and appropriate industry forums.  All of the interventions reported were part funded by 
Government programmes, such funding requires a clear focus on quantifiable outcomes. While 
softer outcomes are very important they fall outside the scope of this research. 
 
Within Chapter 7, the author summarises the empirical reflections of the theory in practice before 
presenting a refined and practical approach to creating the conditions for change using the 
cybernetic participatory framework in Chapter 8. 
 
Finally conclusions are drawn and areas for further research presented in Chapter 9. 
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1.6 RESEARCH CONTRIBUTIONS 
A number of publications have been developed and presented as this research has progressed. 
These include nine conference papers, seven industry reports and seven workshop presentations.  
A full list is presented in Appendix A. 
 
The research that will be presented within this thesis draws together a unique set of theories to 
develop a Framework for Participatory Intervention and Change. Drawing on the theory of 
Participatory Action Research to engage stakeholders in change partnered with the use of 
Managerial Cybernetics and specifically the Viable System Model to provide a recursive structure, 
the author presents a Cybernetic Participatory Intervention Framework. Furthermore to enhance 
engagement and participation, the use of creativity techniques and coaching principles and 
practices are embedded within the processes of the Framework. Finally, and critically, the author 
proposes that the nature of the Cybernetic Participatory Intervention Framework enables key 
stakeholders to not only use the framework as a means to enact change within organisations but 
also to allow the stakeholders to participate in the design and continuous development of the 
specific change framework within their organisational context to ensure viability and sustainability 
of the Framework over time. 
 
There are implications to both theory and practice that emerge from this study. The findings and 
contributions implied within the research interventions demonstrate that the Participatory 
Intervention Framework is a comprehensive structure for designing and managing organisational 
change.  The contributions of this research are practical in nature. Action Researchers and 
Practitioners should be able to utilise this to: 
 
 Design complex change programmes using the Cybernetic Participatory Intervention 
Framework 
 Manage and monitor the designed Change Programmes using the guidelines and 
management processes presented in the Framework 
 Embed processes for engagement of participants within the change framework and 
deploy creativity techniques to enhance the engagement process 
 Use the Framework to effectively monitor the outcomes from the Participatory 
Interventions and create processes for the continual review of the Framework in practice. 
 Finally the processes adopted can be embedded and retained within the organisation 
context offering a viable Change Framework which can be sustained within the changing 
environment of the wider organisational context. 
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The Cybernetic Participatory Intervention Framework that is proposed offers several research 
possibilities. The framework provides a conceptual structure for auditing existing Change 
Programmes alongside utilising the structure for the design of new Change Programmes within 
unique organisational settings. The framework offers structure and process which can be adopted 
and refined to accommodate local change practices. These interventions can be reviewed and 
compared to the situational contexts presented in Chapters 4-6.  
 
Future research interventions adopting the Framework may be presented and disseminated to 
further inform the body of knowledge of Change Management.  
 
1.7 SUMMARY 
Chapter 1 has provided context into the thesis. The initial research questions have been presented 
along with the research aims. The research contributions have been outlined which have helped to 
disseminate the outputs from the research journey.  
 
A summary of the research interventions have been presented to provide an overview of the entire 
study. Chapter 2 will present a review of the literature that has informed the research. 
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2 LITERATURE REVIEW 
2.1 INTRODUCTION 
This chapter aims to provide a route map to the array of approaches that have emerged in 
organisational change thinking over the past century. It is by no means a comprehensive review, 
but is an attempt to provide some pointers in what has become an incredibly diverse field of 
literature. 
 
The literature is examined in several ways including two simple classifications. One is by the 
Organisational Development (OD) approach to change. The other relates to Managerial Cybernetic 
/ Systems Thinking orientation to change.  
 
The review begins by exploring the emerging paradigm in business as a backdrop for 
organisational change and ends by highlighting research issues, some of which are addressed by 
this research project. 
 
2.2 THE PREVAILING BUSINESS PARADIGM 
The business environment has fundamentally changed in the past thirty years with innovations in 
communication and other technologies making the business environment more directly influential 
to a greater number of organisations (Jaffe & Scott 1993).  Economic and political relations around 
the globe are more closely tied than ever to business decisions and indeed add to organisational 
complexity (Giddens 2000). Contemporary organisations are immersed in a virtual cyclone of 
change as they strive to adapt to the ever-increasing demands of their domestic and global markets 
(Siegal 2002).  Organisational learning (Huber, 1991; Mohrman & Mohrman, 1993; Senge, 1990), 
process re-engineering (Hammer and Champy, 1993) and total quality management (Ciampa, 
1992; Sashkin & Kiser, 1993) have provided the fundamental underpinnings to the ways in which 
organisations respond to demands placed on them by their external environments.  
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All these trends in organisational change represent attempts to generate systematic responses to the 
pervasive need for change imposed by an increasingly competitive and complex marketplace.  
Stakeholder management is increasingly a key factor for improving business performance. 
Management needs to build relationships with very different stakeholders (shareholders, 
employees, customers, society etc.), act more transparently, be accountable and provide 
opportunities for dialogue and involvement or participation (Goodijk 2001). To ensure all 
stakeholder needs are met, it is important to recognise that any approach to organisational change 
has to include stakeholder perspectives within the change process.  
 
2.2.1 Organisational Change  
There is an extensive and growing literature on organisational change. Organisations are 
constantly changing, expanding and merging, adapting to new technologies and regulations, 
restructuring staff and facilities to improve productivity. Such changes can profoundly affect 
attitudes and performances at all levels and are often resisted by both managers and workers. It is 
therefore essential to fully understand the nature and complexity, including the social and 
psychological ramifications as well as the implementation of change. 
 
Weick and Quinn (1999) describe organisational change using two paradigms continuous 
(incremental) change and episodic (discontinuous) change. They note that continuous change is 
commonly presumed to be emergent. But they go on to add that the distinctive quality of 
continuous change is the idea that small continuous adjustments, created simultaneously across 
units, can cumulate and create substantial change. Where interdependencies between 
organisational units are loose, these same continuous adjustments can be confined to smaller units, 
but they can still be important as pockets of innovation that may prove appropriate in future 
environments. Weick and Quinn add that discontinuous change or episodic change occurs during 
periods of divergence, when organisations are moving away from their equilibrium conditions. 
This is often as a result of a growing misalignment between an inertial deep structure and 
perceived environmental demands. Both of these paradigms however are still dependant on a 
number of key factors for success. Firstly creating the conditions or processes within organisations 
to facilitate either the ability to adapt incrementally or episodically and secondly to utilise the 
intellectual capital of the resources (people) both internally and externally available to identify, 
create and implement the necessary change. 
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Ford & Ford (1995) argue that the intentional management of change occurs when a change agent 
deliberately and consciously sets out to establish conditions and circumstances that are different 
from what they are now. Lewin (1951) provided some useful insights into the nature of change that 
are very relevant for those who seek intentionally to change the status quo. He argued that the state 
of no change does not refer to a situation in which everything is stationary; it involves a condition 
of stable quasi stationary equilibrium, comparable to that of a river which flows with a given 
velocity in a given direction. A change in the behaviour of an individual, group or organisation can 
be likened to a change in the river’s velocity or direction.  
 
The old style bureaucratic organisations are now threatened and challenged by a new and 
continuously changing business environment (Jaffe & Scott, 1993). Organisations, characterised 
by rigid procedures, control and hierarchical levels, where changes are slow and incremental, and 
competition is minimal, are finding it extremely difficult to work in the emerging business world 
environment. Organisations have to learn to reformulate strategy and realign their organisations 
continuously so as to survive in an increasingly turbulent environment. The difficulties companies 
have in developing the capability to implement a new strategic thrust is evident from an 
examination of how they manage change. Bicker (1999) asserts that many managers take a 
misguided approach when implementing change initiatives. She claims that managers do not 
integrate change initiatives with other developments and fail to consult with those whose 
knowledge is vital to the change programme. Too often companies employ a top down programme 
such as total quality, employee involvement, incentive compensation, structural change or, more 
recently, reengineering (Beer et al 1990; Schaffer, 1988). Yet these programmes have failed to 
yield benefits proportional to the financial and human investment in them; indeed Spector & Beer 
(1994) highlight that seventy per cent of all corporations report that Total Quality Management 
(TQM) has not lived up to their expectations, whilst Crosby, argued that over 90% of TQM 
initiatives by organisations fail (Crosby, 1979). The scenario is all too familiar. The inability to 
create an organisation capable of implementing change is a serious barrier to viability. 
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2.3 THEORY AND PRACTICE OF CHANGE MANAGEMENT 
The theory and practice of change management draws on a number of disciplines and traditions.  
In the early part of the twentieth century several theorists (Fayol, 1916; Gilbreth & Gilbreth, 1914; 
Davis 1928; Gulick & Urwick, 1937; Taylor 1903) suggested that change is seen as a planned and 
managed phenomenon which is directed at increasing control over individual endeavours, ensuring 
they are subordinate to corporate interests. Gulick & Urwick (1937) suggest that change is 
concerned with the objective measurement of variables which may be assessed and calculated in a 
scientific manner. Tapping into the creativity and innovation of individuals was not evident nor 
was the conception that external forces may influence change. 
 
Taylor (1903; 1911) argues that the notion of change is seen as associated with internal operational 
issues, hard measurement and quantification, rational, maximising behaviours, subjugating 
individual interests to achieve standardisation and unity of purpose, scientific, reductionist analysis 
and methods at the operational level. Change was largely an internal planned affair, driven by a 
unitary world view focused on the rational, mechanical nature of work.  
 
2.3.1 Organisational Change Perspectives 
Burnes (2000) argues that change management is not a distinct discipline with rigid and clearly 
defined boundaries but that its theory and practice draw on different disciplines and traditions, 
such as psychology and other social sciences. He suggests that there are three main schools of 
thought that form the central planks on which change management theory stands: the Individual 
Perspective School; the Group Dynamics School; and, the Open Systems School. Although varied 
and many, there are three types of organisational change in particular that have received 
considerable attention: new technology in the 1980s; Total Quality Management (TQM); and, 
from the early 1990s, the application of Business Process Re-engineering (BPR).  
 
There are three current models of change management (Burnes, 2004): the incremental model of 
change; the punctuated equilibrium model of organisational transformation; and, the continuous 
transformation model of change. 
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 The Incremental Model of Change 
Many would credit the beginnings of the incremental model of change with the works of Lindblom 
(1959). Although it has its many supporters (Miller and Friesen, 1984; Quinn, 1980, 1982; Hamel 
and Prahalad, 1989; Dunphy and Stace, 1992), there are those who consider the incremental model 
of change (“change...through successive, limited and negotiated shifts” – Pettigrew et al, 1992, 
p14) to have its flaws, such as Mintzberg (1978) and Handy (1989) who argue that long periods of 
change are not uninterrupted but interspersed with brief periods of rapid and revolutionary change 
(Burnes, 2004).  
 
 The Punctuated Equilibrium Model of Organisational Transformation 
Agreeing with Mintzberg (1978), Handy (1989), Kotter (1999) Miller and Friesen (1984) and 
Gersick (1991), Romanelli and Tushman (1994) argue that organisations evolve through long 
periods of stability (which they call equilibrium periods) that are punctuated by bursts of 
fundamental change (what they term revolutionary periods). However, like the incremental model 
of change there is rejection by some towards the validity of the Punctuated Equilibrium Model of 
Organisational Transformation (Brown and Eisenhardt, 1997). 
 
 The Continuous Transformation Model of Change 
Supporters of this model believe that a fundamental aspect of modern-day business is the ability to 
change continuously as its environments of operation do (Burnes, 2004). There are two groups 
which actively promote the model: the Culture-Excellence school (Peters, 1997 a, b; Kanter et al, 
1997); and, those who support the Chaos Theory-Organisation Theory paradigm (Stacey, 1993).  
 
Although each model has its supporters, Burnes (2000) argues that one model cannot be favoured 
over another. He goes on to argue that the concepts of organisational life cycles as proposed by 
Kimberley and Miles (1980) suggest that each model could apply to a different stage in an 
organisation’s life cycle. 
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 The Planned Approach to Organisational Change 
From the late 1940s up until the early 1980s the planned approach to organisational change was 
the dominant theory in change management. Closely associated to Organisational Development 
(OD), it concerned the conscious effort by organisations to plan and implement changes rather 
than having to face change by accident or impulse (Marrow, 1969). The term Planned Change  
was first coined by Kurt Lewin in the 1940s when researching leadership styles and planned 
change that took place during the Second World War.  A humanitarian, Lewin believed that social 
conflict (whether religious, racial or industrial) could be resolved by facilitating individuals’ 
learning to enable understanding and restructured perceptions (Burnes, 2004). Focusing on the 
group dynamic and the interdependency of the individual and the group, Lewin developed the 
concept of field theory or topological psychology in which he argued that group behaviour is 
influenced by interactions and forces which in turn influence and modify individual behaviour 
(due to the interplay of forces impinging on the individual). 
 
Lewin’s key contributions came in the form of Action Research (Lewin, 1946) and the Three-Step 
Model of Change (Lewin, 1947), which recognised that “before new behaviour can be successfully 
adopted, the old has to be discarded” (Burnes, 2004, p270). Many writers have expanded on 
Lewin’s Three-Step model (Lippitt et al, 1958; Cummings and Huse, 1989; Bullock and Batten, 
1985).  
 
2.3.2 Developments in Change Management: The Emergent Approach and Beyond 
From the early 1980s, a powerful consensus built up against the planned approach to change. 
Unlike the Planned Approach, the Emergent Approach, which came to the fore in the 1980s, 
suggests that “change is a continuous, open-ended and unpredictable process of aligning and re-
aligning an organisation to its changing environment” (Burnes, 2004, p280), and involves more 
than just unfreezing, changing and refreezing as proposed by Lewin’s three-step model (Kanter et 
al, 1992). 
  
Many writers, noticing the eclipse of Western industry in the late 1970s by Japanese companies, 
questioned the existing approaches to managing change, namely Planned Change (Pascale and 
Athos, 1982; Peters and Waterman, 1982). Other writers such as Pfeffer (1981, 1992) argue that 
power struggles determine change programmes more so than consensus building or decision-
making. As Burnes (2000, p282) points out, this “paved the way for the development of a 
processual approach to organisational change, which highlights the continuous, unpredictable and 
political nature of change” (Dawson, 1994; Pettigrew and Whipp, 1993; Wilson, 1992). 
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 The Emergent Approach to Change 
The main criticisms of Planned Change were that it didn’t consider the dynamism and 
unpredictability of a business environment (Dawson, 1994; Wilson, 1992), was too prescriptive 
(Pettigrew, 1990 a, b), and that it attempted to “impose an order and a linear sequence to processes 
that are in reality messy and untidy” (Buchanan and Storey, 1997, p127). 
 
The Emergent Approach, on the other hand, takes into consideration the developing and 
unpredictable nature of change (Burnes, 2004), and the complexities and interplay of variables 
involved, arguing that there can be no simple prescription for managing organisational transitions 
successfully, owing to time pressures and situational variables (Burnes, 2004). 
 
It has been argued (Burnes 1992) that organisational change theory can be summarised according 
to three perspectives: 
 
 theories of change that focus on the whole organisation 
 theories that are based upon the dynamics of groups or teams  
 theories that are centred on individual behaviour. 
 
Theories based at the level of organisation see change originating from two sources: interactions 
between subsystems of which they are composed; and interactions and exchanges across their 
boundary with an external environment (Stickland 1998). Kochan and Useem (1992) argue that 
without continuous and systemic organisational change, the competitiveness or even survival of 
many organisations may be at risk. Continuous change implies that the organisation has the 
capacity to learn from its environment, its various stakeholders and itself.  
 
The second strand of organisational change theory concerns group and team behaviour.  Change 
dynamics are viewed in terms of group values, norms and roles (Smith et al 1992) and these group 
characters should be identified and understood prior to attempting planned change, if effective 
change is to be achieved. This theoretical perspective draws heavily upon the social psychology 
literature (for example, Swanson et al 1958) 
 
The third broad strand of organisational change theory is centred upon individual behaviour. 
Similar to group based theories, there is an emphasis on understanding individual needs and 
motivations in an attempt to unlock human resistance to change (Stickland 1998).  Some theories 
adopt a decentralised view, arguing that individuals are best able to cope with and facilitate change 
if they are involved and empowered to design and initiate it (Kanter 1984). 
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Management literature is awash with terms such as empowerment, participative decision making, 
team working, self-organising systems, organisational learning, virtual organisation, creative 
workplace, team based management, employee autonomy, transformational business (see for 
example Axelrod, 1992; Baines, 1993; Evans & Fischer, 1992; Johnson 1995; Mohrman, & 
Mohrman 1993; Pinchot & Pinchot 1990; Reason & Bradbury 2006; Zeleny, 1990).  These 
arguments are supported by the work of Axelrod (2002) who argues that traditional methods of  
Change, including leader-driven, process-driven, and team-driven programmes have limited 
benefits (see Table 1),  however it is important to note that these methods may be appropriate in 
certain circumstances. 
 
Axelrod (2002) concludes that it is the change process itself that is the root cause of the problems 
associated with change. He proposes that the involvement of all stakeholders is key and that 
involves breaking traditional perspectives and inviting external partners, customers and 
competitors to both design the process for change and be involved in the identification of change. 
This leads us to the realisation that in many cases the need for engaging so many stakeholders in 
the change process means that we may need to identify methods that allow for large group 
interventions. 
 
The on-going dilemma is therefore not only to establish a framework to accommodate significant 
numbers of stakeholders in the process but also a rapid efficient and effective framework that 
allows significant input from stakeholders and enhances the ability to tap into the knowledge set of 
the participants.  
 
 
 
L
it
er
a
tu
re
 R
ev
ie
w
 
3
5
 
 
L
ea
de
r 
D
ri
ve
n 
Pr
oc
es
s D
ri
ve
n 
T
ea
m
 D
ri
ve
n 
C
ha
ng
e 
M
an
ag
em
en
t 
F
o
rm
 
• 
L
ea
d
er
 p
ro
d
u
ce
s 
ch
an
g
e 
• 
E
x
p
er
ts
 p
ro
d
u
ce
 c
h
an
g
e 
• 
T
ea
m
s 
p
ro
d
u
ce
 c
h
an
g
e 
• 
E
x
p
er
ts
 a
n
d
 t
ea
m
s 
p
ro
d
u
ce
 c
h
an
g
e
 
E
x
a
m
p
le
s 
• 
C
o
m
m
an
d
 a
n
d
 c
o
n
tr
o
l 
le
ad
er
sh
ip
 
st
y
le
 
• 
In
d
u
st
ri
al
 e
n
g
in
ee
ri
n
g
  
• 
S
tr
at
eg
ic
 p
la
n
n
in
g
 
• 
In
fo
rm
at
io
n
 T
e
ch
n
o
lo
g
y
 
• 
Q
u
al
it
y
 c
ir
cl
es
 a
n
d
 e
m
p
lo
y
e
e 
in
v
o
lv
em
en
t 
• 
T
ea
m
 b
as
ed
 o
rg
an
is
at
io
n
s 
• 
R
ee
n
g
in
ee
ri
n
g
  
• 
S
u
p
p
ly
 c
h
ai
n
 i
m
p
ro
v
e
m
en
t 
C
h
an
g
e 
st
ra
te
g
y
 
• 
L
ea
d
er
 m
ee
ts
 w
it
h
 a
d
v
is
er
s 
an
d
 
an
n
o
u
n
ce
s 
ch
an
g
e 
• 
L
ea
d
er
 u
se
s 
p
er
so
n
al
 p
o
w
er
 t
o
 
b
ri
n
g
 a
b
o
u
t 
ch
an
g
e 
• 
E
x
p
er
ts
 i
d
en
ti
fy
 a
n
d
 r
ec
o
m
m
en
d
 
re
q
u
ir
ed
 c
h
an
g
es
 
• 
E
x
p
er
ts
 l
ea
d
 c
h
an
g
e 
p
ro
ce
ss
 
• 
L
ea
d
er
s 
le
n
d
 t
h
ei
r 
p
o
w
er
 t
o
 
ex
p
er
ts
 
• 
E
m
p
lo
y
ee
s 
id
en
ti
fy
 a
n
d
 r
e
co
m
m
en
d
 
n
ee
d
ed
 c
h
an
g
es
 
• 
L
ea
d
er
s 
ap
p
ro
v
e 
• 
P
ar
al
le
l 
o
rg
an
is
at
io
n
 
• 
E
x
p
er
t 
in
it
ia
te
 a
n
d
 l
ea
d
 c
h
an
g
e 
w
it
h
 e
m
p
lo
y
ee
 i
n
p
u
t 
• 
L
ea
d
er
s 
ap
p
ro
v
e 
 
• 
P
ar
al
le
l 
o
rg
an
is
at
io
n
 
V
al
u
es
 
• 
L
ea
d
er
s 
k
n
o
w
 b
es
t 
• 
C
o
n
su
lt
an
ts
 k
n
o
w
 b
es
t 
• 
T
ea
m
s 
k
n
o
w
 b
es
t 
• 
C
o
n
su
lt
an
ts
 w
it
h
 i
n
p
u
t 
fr
o
m
 t
ea
m
s 
k
n
o
w
 b
es
t 
O
b
se
rv
at
io
n
s 
as
 t
o
 w
h
y
 i
t 
w
as
 
su
cc
es
sf
u
l 
• 
L
ea
d
er
s 
h
av
e 
th
e 
m
o
st
 k
n
o
w
le
d
g
e 
an
d
 p
o
w
er
 
• 
U
n
ed
u
ca
te
d
 w
o
rk
fo
rc
e 
• 
F
it
s 
v
al
u
es
 o
f 
la
rg
er
 c
u
lt
u
re
  
• 
C
o
n
su
lt
an
ts
 h
av
e 
sp
ec
ia
li
se
d
 
k
n
o
w
le
d
g
e 
 
• 
L
ea
d
er
s 
le
n
d
 p
o
w
er
 t
o
 c
o
n
su
lt
an
ts
 
• 
U
n
ed
u
ca
te
d
 w
o
rk
fo
rc
e 
• 
T
h
o
se
 c
lo
se
 t
o
 t
h
e 
w
o
rk
 h
av
e 
th
e 
m
o
st
 k
n
o
w
le
d
g
e 
ab
o
u
t 
h
o
w
 t
o
 f
ix
 
d
a
y
-t
o
-d
a
y
 p
ro
b
le
m
s 
• 
P
o
w
er
le
ss
 e
m
p
lo
y
e
es
 g
iv
en
 a
 s
ay
 
• 
E
d
u
ca
te
d
 w
o
rk
fo
rc
e 
• 
P
ro
v
id
ed
 a
 b
u
si
n
es
s 
fo
cu
s 
to
 t
e
am
 
d
ri
v
en
 c
h
an
g
e 
• 
B
ro
u
g
h
t 
n
ew
 l
ev
el
s 
o
f 
co
m
m
it
m
en
t 
an
d
 o
w
n
er
sh
ip
 t
o
 
p
ro
ce
ss
 d
ri
v
en
 c
h
an
g
e 
• 
E
d
u
ca
te
d
 w
o
rk
fo
rc
e 
O
b
se
rv
at
io
n
s 
o
f 
li
m
it
at
io
n
s 
• 
In
cr
ea
si
n
g
ly
 a
v
ai
la
b
il
it
y
 o
f 
in
fo
rm
at
io
n
, 
a 
h
ig
h
ly
 e
d
u
ca
te
d
 
w
o
rk
fo
rc
e 
an
d
 r
is
in
g
 d
em
o
cr
ac
y
 
m
ak
es
 t
h
e 
fe
w
 d
ec
id
in
g
 f
o
r 
th
e 
m
an
y
 n
o
 l
o
n
g
er
 a
cc
ep
ta
b
le
 
• 
A
d
d
re
ss
in
g
 c
o
m
p
le
x
 p
ro
b
le
m
s 
in
 
a 
ra
p
id
ly
 c
h
an
g
in
g
 e
n
v
ir
o
n
m
en
t 
re
q
u
ir
es
 m
o
re
 k
n
o
w
le
d
g
e 
an
d
 
in
p
u
t 
th
an
 a
re
 p
o
ss
es
se
d
 b
y
 a
 
si
n
g
le
 l
ea
d
er
 
• 
R
ap
id
 i
m
p
le
m
en
ta
ti
o
n
 r
eq
u
ir
es
 a
 
cr
it
ic
al
 m
as
s 
o
f 
p
eo
p
le
 a
t 
al
l 
le
v
el
s 
w
h
o
 a
re
 c
o
n
n
ec
te
d
 t
o
 t
h
e 
o
u
tc
o
m
es
 –
 n
o
t 
ju
st
 t
h
e 
le
ad
er
 
• 
In
cr
ea
si
n
g
 a
v
ai
la
b
il
it
y
 o
f 
in
fo
rm
at
io
n
, 
a 
h
ig
h
ly
 e
d
u
ca
te
d
 
w
o
rk
fo
rc
e 
an
d
 r
is
in
g
 d
em
o
cr
ac
y
 
m
ak
es
 t
h
e 
fe
w
 d
ec
id
in
g
 f
o
r 
th
e 
m
an
y
 n
o
 l
o
n
g
er
 a
cc
ep
ta
b
le
 
• 
A
d
d
re
ss
in
g
 c
o
m
p
le
x
 p
ro
b
le
m
s 
in
 
a 
ra
p
id
ly
 c
h
an
g
in
g
 e
n
v
ir
o
n
m
en
t 
re
q
u
ir
es
 m
o
re
 k
n
o
w
le
d
g
e 
an
d
 
in
p
u
t 
th
at
 a
re
 p
o
ss
es
se
d
 b
y
 a
 
le
ad
er
 a
n
d
 h
is
 o
r 
h
er
 c
o
n
su
lt
an
t 
• 
R
ap
id
 i
m
p
le
m
en
ta
ti
o
n
 r
eq
u
ir
es
 a
 
cr
it
ic
al
 m
as
s 
o
f 
p
eo
p
le
 a
t 
al
l 
le
v
el
s 
w
h
o
 a
re
 c
o
m
m
it
te
d
 t
o
 t
h
e 
o
u
tc
o
m
es
  
 
• 
In
cr
ea
si
n
g
 a
v
ai
la
b
il
it
y
 o
f 
in
fo
rm
at
io
n
 ,
 a
 h
ig
h
ly
 e
d
u
ca
te
d
 
w
o
rk
fo
rc
e 
an
d
 r
is
in
g
 d
em
o
cr
ac
y
 
m
ak
es
 t
h
e 
fe
w
 d
ec
id
in
g
 f
o
r 
th
e 
m
an
y
 n
o
 l
o
n
g
er
 a
cc
ep
ta
b
le
 
• 
A
d
d
re
ss
in
g
 c
o
m
p
le
x
 p
ro
b
le
m
s 
in
 a
 
ra
p
id
ly
 c
h
an
g
in
g
 e
n
v
ir
o
n
m
en
t 
re
q
u
ir
es
 m
o
re
 k
n
o
w
le
d
g
e 
an
d
 i
n
p
u
t 
th
an
 a
re
 p
o
ss
es
se
d
 b
y
 e
m
p
lo
y
ee
s 
al
o
n
e 
• 
R
ap
id
 i
m
p
le
m
en
ta
ti
o
n
 r
eq
u
ir
es
 a
 
cr
it
ic
al
 m
as
s 
o
f 
p
eo
p
le
 a
t 
al
l 
le
v
el
s 
w
h
o
 a
re
 c
o
m
m
it
te
d
 t
o
 t
h
e 
o
u
tc
o
m
es
 
–
 n
o
t 
ju
st
 t
h
e 
lo
w
er
 l
ev
el
 e
m
p
lo
y
e
es
 
• 
In
cr
ea
si
n
g
 a
v
ai
la
b
il
it
y
 o
f 
in
fo
rm
at
io
n
, 
a 
h
ig
h
ly
 e
d
u
ca
te
d
 
w
o
rk
fo
rc
e,
 a
n
d
 r
is
in
g
 d
em
o
cr
ac
y
 
m
ak
es
 t
h
e 
fe
w
 d
ec
id
in
g
 f
o
r 
th
e 
m
an
y
 n
o
 l
o
n
g
er
 a
cc
ep
ta
b
le
 
• 
A
d
d
re
ss
in
g
 c
o
m
p
le
x
 p
ro
b
le
m
s 
in
 a
 
ra
p
id
ly
 c
h
an
g
in
g
 e
n
v
ir
o
n
m
en
t 
re
q
u
ir
es
 m
o
re
 k
n
o
w
le
d
g
e 
an
d
 
in
p
u
t 
th
an
 a
re
 p
o
ss
es
se
d
 b
y
 
co
n
su
lt
an
ts
 a
n
d
 a
 s
el
ec
t 
fe
w
 
em
p
lo
y
ee
s 
• 
R
ap
id
 i
m
p
le
m
en
ta
ti
o
n
 r
eq
u
ir
es
 a
 
cr
it
ic
al
 m
as
s 
o
f 
p
eo
p
le
 a
t 
al
l 
le
v
el
s 
w
h
o
 a
re
 c
o
m
m
it
te
d
 t
o
 t
h
e 
o
u
tc
o
m
es
 –
 n
o
t 
a 
se
le
ct
 f
ew
 ,
 n
o
t 
co
n
su
lt
an
ts
, 
n
o
t 
ju
st
 l
ea
d
er
s 
b
u
t 
ev
er
y
o
n
e
 
Ta
bl
e 
1:
 H
ist
or
ic
al
 A
pp
ro
ac
he
s t
o 
C
ha
ng
e 
(a
da
pt
ed
 fr
om
 A
xe
lr
od
, 2
00
2,
 p
14
) 
Literature Review 
 
36 
 Organisational Culture 
The Emergent Approach to change came to the fore in the 1980s, so too did the championing of 
organisational culture as a major influence on an organisation’s ability to change, both as an 
obstacle and vital ingredient of success (Brooks, 2006). According to Brooks, communication, 
change and conflict affect a number of factors that can influence individual behaviour in the 
organisation.  The Emergent Approach dealt with change and many writers developed frameworks 
that looked at the influence of communication on individual behaviours. One such framework was 
the Johari Window developed by Luft (1970), which identified four particular types of perception 
that could be challenged and changed with the right method of communication, which in turn 
would improve overall communications and the flexibility of the organisation (Brooks, 2006). 
 
As many organisations have undergone rapid change in recent years, psychological contracts  have 
come to the fore (Brooks, 2006). First used by Argyris (1960), they considered the expectations 
and beliefs of employees (Roehling, 1997; Levinson et al, 1962; Rousseau, 1989), and the 
perceived promises that existed between them and the organisation (Rousseau, 1989).  
 
As organisations have been able to respond more quickly to rapid environmental changes, the 
psychological contract has been re-evaluated, moving from a relational contract to a transactional 
contract (Brooks, 2006).  However, Styles et al (1998) argue that to avoid conflict and seamlessly 
integrate the shift between the two (and employee behaviours and attitudes towards the shift), the 
increased use of performance management is needed.  Hendry and Jenkins (1998) go further, 
suggesting that changes in the psychological contract (particularly those perceived to be negative) 
will lead to changes in attitudes among employees (Brooks, 2006), even less desirable changes 
such as less loyalty and trust in the organisation. However, Sparrow (1997) argues that some 
employees will be more accommodating to the changes in types of psychological contract (Guest 
and Conway, 2002; Purcell et al, 2003). 
 
Emotional Labour a term first described by Hochschild (1983) also has the potential to cause 
conflict in an organisation (Brooks, 2006). As it deals with “the induction or suppression of feeling 
in order to sustain an outward appearance that produces in others a sense of being cared for in a 
convivial safe place” (Brooks, 2006, p41), it could be stressful to an individual (James, 1989), 
particularly if it is demanded by an organisation. As this stress increases, conflict may arise 
because there is a variance between the emotions an employee is expected to express and their true 
feelings (Brooks, 2006; Totterdell and Holman, 2003). 
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 Organisational Culture and Change 
Mullins (2007) argues that the pervasive nature of organisational culture means that if change is to 
be brought about successfully, this is likely to involve changes to culture. Stewart (1999) and 
Naylor (2004) agree, suggesting that cultural change and organisational change are intertwined. 
However, Mullins (2007) points out that changing an organisation’s culture is not easy due to the 
complexity of environmental pressures, its deep-rooted nature, reinforced systems of rites and 
rituals, patterns of behaviour and perceptions.  
 
Kanter (1983) suggests that there are, broadly, just two types of culture: segmentalist (which are 
slow to react to and struggle with change) and integrative (which embrace change).  Because the 
management of cultural change is essential to ensure continuous organisational dynamism 
(Brooks, 2006), many models have been developed to facilitate this and much research has been 
undertaken. Managing culture change is complex so the numerous models and research have 
focused on various influential factors, such as: support for change; awareness of present and 
desired culture (Brooks and Bate, 1994); management commitment (Cummings and Huse, 1989); 
vision, effective communication and values (Schein, 1985); attitudes, policy and behaviour 
changes (Dobson, 1988; Barnes, 1996); the role of power and politics (Pettigrew, 1990 c) and time 
frames (Uttal, 1983). Although these models have been implemented with various levels of 
success, some are not without their critics (Gordon, 1985; Hassard and Sharifi, 1989).  
 
 Organisational Learning and Change 
James March and Herbert Simon were influential contributors to the fields of organisational 
behaviour, in particular on management’s influence on individual behaviour, and decision-making. 
As early as the 1950s March and Simon (1958) argued that management could not alter people’s 
personalities but instead had to manipulate the premises on which people make their own decisions 
about how they will behave (Huczynski and Buchanan, 2007), such as the way pay is calculated 
and company rules.  
 
Although individuals and organisations can and do learn, there is evidence to suggest that there are 
“repeat activities which sometimes lead to dysfunction and lack of success” (Brooks, 2006 p261). 
However, Argyris (1964) and Argyris and Schön (1990) argue that success is determined by 
whether an organisation engages in single-loop (an organisation is managed in a predictable way), 
double-loop learning (where organisations reflect, learn and innovate from past experiences).  
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For double loop learning to develop, stakeholders within the organization have to be able to create 
on-going dialogues, a conversational process (Argyris et al., 1985). Double loop learning appears 
to facilitate the adaptive potential of an organization, but most organizations seem to have great 
difficulties in actually learning in a double loop manner (Argyris, 1996). Therefore, a third level of 
learning, triple loop learning, concerning structures and strategies for learning is required (Flood 
and Romm, 1996. Triple loop learning is about increasing the fullness and deepness of learning 
about the diversity of issues and dilemmas faced, by linking together all local units of learning in 
one overall learning infrastructure as well as developing the competences and skills to use this 
infrastructure (Flood and Romm, 1996). Triple loop learning manifests itself in the form of 
collective mindfulness where stakeholders discover how they and their predecessors have 
facilitated or inhibited learning, and produce new structures and strategies for learning (see Figure 
2). 
 
 
 
Figure 2: Single, Double and Triple Loop Learning 
 
Advocating the importance of decision making in an organisation (see March, 1988 and Simon, 
1957, 1960), Simon (1957, p165) argued that “the art of getting things done, and of implementing 
those decisions that had to be made, was indeed an aspect of management that could not be 
neglected”. Mintzberg (1989) agreed, suggesting that decision making is one of the most important 
managerial activities. 
 
An influential descriptive model, and one of the earliest (Huczynski and Buchanan, 2007), is the 
behavioural theory of decision-making developed by Richard Cyert, John March and Herbert 
Simon (Simon, 1960; Cyert and March, 1963; March, 1988). Treating decision-making as another 
aspect of individual behaviour (Huczynski and Buchanan, 2007), the model proposes that in the 
real world, managers and other decision-makers have to settle for less than ideal solutions due to 
restrictions placed on decision processes - bounded rationality.  
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Bounded rationality introduced politics into decision-making in organisations, linking the 
cognitive limits to rationality with political limits (Huczynski and Buchanan, 2007). It argued that 
because of “ambiguity over which direction to take on an issue [and]...uncertainty” (Huczynski 
and Buchanan, 2007, p345) the classical model of decision making (that there was consistency, 
mutual agreement and mutual acceptance for decisions) was an inaccurate portrayal of 
organisational decision-making. But it should be noted that even the bounded rationality model 
was not without its critics. In fact, one of its originators, James March, had publicly acknowledged 
its faults (March and Olsen, 1976; March, 1962). Noticing that the constituent elements of 
decision-making were random, which the classical and bounded rationality models didn’t consider, 
March and Olsen (1976) developed the garbage can model which recognised the confusion in 
decision-making. 
 
Edgar Schein (2010) was an early advocate of process consultation, a process whereby an external 
consultant takes an advisory role in an organisation, “helping individuals to improve their 
understanding of problems, [...] identify problem-solving actions and gain insight” (Huczynski and 
Buchanan, 2007, p432). The role of the process consultant is to form and develop supportive 
relationships that enable individuals to gain an understanding of problems and be able to propose 
solutions themselves, which contrasts with the conventional view of the consultant as an expert 
(Huczynski and Buchanan, 2007). Schein (2010) advocated the social science perspective of 
looking at organisations, and acknowledged the existence of a managerial culture, going on to say 
that “the unique and essential function of leadership is the manipulation of culture” (Schein, 2010 
p8).  
 
Different people have different motives for doing what they do. However, motives “are major 
determinants of...behaviour” (Huczynski and Buchanan, 2007, p139), which means that by 
manipulating a person’s motives, one can manipulate their behaviour. McGregor’s Theory X and 
Theory Y (McGregor, 1960) set out two sets of motivational propositions. Theory X assumes that 
most people are lazy and hate work, and therefore may be coerced; Theory Y assumes the opposite, 
that most people enjoy work, are creative and can exercise self-direction (Mullins, 2007). 
However, Ouchi (1981) developed McGregor’s work further to recommend a Japanese-style 
Theory Z environment, which provides long-term employment, informal control mechanisms 
supported by formal measures, development of company-specific skills, participative decision-
making, and concern for the welfare of subordinates. 
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The Hawthorne Experiments were a turning point in the development of the human relations 
movement. Taking place at the Western Electric Company in America, they consisted of four main 
phases (the illumination experiments, the relay assembly test room, the interviewing programme, 
the bank wiring observation room), which tested workers in various circumstances and reported on 
the human condition. Crainer (1998, p87) asserts that the Hawthorne Experiments were important 
because “they showed that views of how managers behaved were a vital aspect of motivation and 
improved performance...[and] the importance of informal work groups”. 
 
Organisations are changing rapidly, influenced by factors such as global competition, ICT 
(Information and Communications Technology), the digital economy, recession, and consumer 
power (Mullins, 2007). Hierarchical structures within organisations have dispersed, and the 
functions of management have changed, being shared within the organisation (Birchall, 2001; 
Cloke and Goldsmith, 2002). According to Bridges (2002, p3) “Change is situational: the new site, 
the new boss, the new team roles, the new policy. Transition is the psychological process people 
go through to come to terms with the new situation. Change is external; transition is internal”. 
 
 Change Leaders 
Change is a fundamental aspect of organisational growth and strategy (Organisational 
Development – OD), even survival (Drucker, 1999), but it must be led effectively. In their study, 
Hooper and Potter (1999) found several key factors and behaviours of successful change leaders: 
 
 Effective communication of the reasons for change and developing an open communications culture; 
 Releasing the potential for everyone involved in the change, and championing innovation and 
creativity; 
 Setting a good personal example; and, 
 Self-pacing to avoid unnecessary stress 
 
Church (2001) elaborates, suggesting that large-scale organisational change is based on people’s 
perceptions and behaviours. 
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2.3.3 Change Intervention Strategies 
In the late 1990’s a new conceptualisation evolved that had validity, efficacy and implications for 
practice. In many change projects the relevant team or system includes persons outside the 
functional unit; the relevant function is a cross-functional team (Ahmad 1999).  The criterion is 
still the same – identifying those persons who are interdependently related in the successful 
accomplishment of the task. Peters (1988) advocated the use of cross-functional teams in order for 
an industry to compete successfully.  Cross-functional representation may require the involvement 
of the total organisation and to bring the whole system in the room to work on the agenda 
(Weisbord & Janoff 1996).  Future Search Conferences (Weisbord & Janoff 1996), Team 
Syntegrity (Beer 1994), Confrontation Meeting (Beckhard 1967) and Cultural Analysis (Schein 
1985) are examples of whole systems interventions.   
 
 Participative Approaches 
Revans (1972; 1983) developed the action learning approach, which uses real-life organisational 
problems as the vehicle for learning.  Action Learning case studies and examples are reported by 
several authors including: Casey & Pierce, (1978); Boddy, (1981); Limerick et al (1994) and 
Pedler, (1983) however although their approaches clearly describe cross-functional practices, it is 
not clear whether external stakeholders are included in the action learning processes.  
 
Several well-documented approaches that use the principles of Action Learning take into account 
stakeholder perceptions; these include Soft Systems Methodology (SSM) (Checkland 1981; 1991), 
Interactive Planning (IP) (Ackoff 1981), Critical Systems Heuristics (CSH) (Ulrich 1987) and 
Total Systems Intervention (TSI) (Flood & Jackson 1991).     
 
Many organisational development interventions are directed toward the internal workings of the 
organisation. There has been a growing awareness that this internal focus should be complemented 
with external focus if these interventions are to serve the best interests of the organisations.  
Outward looking interventions directed towards environmental analysis and strategic planning are 
required to ensure that the organisation is in synchrony with its environment.  Future search 
conferences and other organisation wide interventions are considered appropriate for 
environmental analysis and strategic planning activities.  
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 Structured Frameworks 
A continuing paradox is that as management becomes increasingly overloaded it becomes essential 
for them to stand back and review the state of the company. They need to design new 
organisational structures and management styles and culture that will be able to adapt to these 
changes in complexity. It is the failure to make this transition that is at the heart of many business 
failures. Where management has not yet learned how to adapt to meet the increasingly complex 
environment they have little choice but to buy a technical solution and to fit this on top of existing 
organisational and management processes. This will increase the variety imbalance and is unlikely 
to produce the desired results. 
 
This need to adapt and manage effectively is at the heart of whether the organisational and 
management processes can cope with the increasing day to day complexities of running a business 
in a competitive business climate. Ashby uses the term variety as a measure of this complexity and 
defines it as the number of possible states of whatever it is whose complexity we want to measure 
(Ashby, 1956). Ashby’s Law of Requisite Variety (Ashby 1956 p206) states that “only variety can 
absorb variety”. This requires management to have sufficient (requisite) variety capability to 
exceed the variety of the system that is being managed (Beer 1979). In practical business terms 
this means that if a Change Framework is to be effective then the management should be capable 
of managing, at least, that level of complexity (the requisite variety).  Large companies will have 
higher levels of variety than small companies but there is a common need to balance the variety. If 
there is an imbalance then management will not be able to cope. To generate the requisite variety 
either you reduce the variety of the organisation (attenuation) or increase the capacity of the 
management (amplification). 
 
In many organisations the extent of the complexity and the expanding variety of tasks and 
responsibilities to be undertaken by the manager engenders a feeling, often well founded, that the 
business is running out of control. Management fire fighting becomes the norm with significant 
involvement in operational matters often related to keeping costs low and/or getting orders out on 
time. This leaves management with almost no time, or energy, to looking to the future either in 
terms of how the organisation should be or how it is to get there.   As the company is often not 
coping at present there is very little prospect that it will be able to cope as complexity increases in 
the future.  
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Haines categorises six stages in a “Rollercoaster of Change”. (Haines, 2002, p267): 
 
 shock and denial 
 acknowledgement that change is required 
 depression and anger that the changes have not worked 
 hang in 
 hope and readjustment 
 rebuilding 
 
In the shock and denial stage some companies continue fire fighting at an ever increasing rate but 
these are leaving themselves vulnerable to failure from an inability to respond to external factors, 
such as customer pressure.  Others choose to resolve this by deciding to reduce the complexity of 
the business by limiting operations to a level at which they believe they can manage. Again this 
leaves the company vulnerable in the longer term (Storey 1996). 
 
Eventually most companies acknowledge that change is necessary and that there needs to be an 
increase in managerial capacity which will help resolve the variety balance, although this would 
not be expressed in these terms. This often takes the form of employing a manager to take charge 
of the operational side of the business. In general, this is achieved by recruiting externally or by 
promoting an internal employee.  
 
Unfortunately this strategy further increases the complexity of the business for the senior manager. 
At its most basic this creates, in the short term at least, an additional task of managing the new 
manager. The new manager, especially if brought in from outside, will not have the same in depth 
knowledge of the business as the original manager. They will also have a different style of 
working which may not sit comfortably with the style of the owner/manager. The new manager 
will need to be given the autonomy to do their job otherwise management capacity will not be 
increased. Delegation of responsibility necessitates tolerating mistakes.  This can be very difficult 
to accept when the result of such mistakes can be seen to have an immediate impact on the 
financial position of the company and thus, in many cases, the original manager. It is imperative 
that the new manager can learn from these mistakes, preferably with the support of the 
owner/manager, to ensure that better quality decisions are made in the future.  
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The owner/manager, who probably has placed a great deal of value on their independence 
(Dewhurst et al, 1993) has to develop skills in judging the balance between getting actively 
involved when there is a problem and offering support and advice to the new manager to help them 
learn to deal with problematic situations better in the future. An additional key change in the 
owner/manager’s role will be that they no longer need to be able to observe directly what is 
happening on the shop floor. They will receive any relevant information on performance through 
the new manager in charge of operations. In practice this communication needs to be supported by 
information systems which record and analyse performance data and report frequently enough to 
enable the owner/manager to be comfortable that they will know when anything goes seriously 
wrong. Such feedback will need to be carried out on a more formal basis so that it is seen to be 
part of the normal process of business rather than any interference in autonomy of the manager. In 
the short term there will inevitably be some confusion and ambiguity of tasks but this is part of the 
learning process that is necessary if the additional management capability is to become a reality 
(Mulhaney et al 2004). It is important that during this depression and anger stage (of Haines’ 
Rollercoaster of Change) all parties see that this is an inevitable phase before the hope and re- 
adjustment and rebuilding stages where real benefits in management capacity start to occur. 
 
Unfortunately experience in a number of companies undergoing such change shows that many 
owner/managers are unable to give the new managers enough freedom to settle in and do their job 
properly and that many newly appointed operations managers remain in post for only a short 
period of time. This is a clear lose-lose situation as the scarce management resources used to 
employ, train and manage the new staff will have created no benefit to the company. This will 
reinforce the depression and anger phase. 
 
 The Quality Perspective  
The European Framework for Quality Management (EFQM) was founded in 1988 to promote 
higher standards of management through shared knowledge and mutual recognition - to promote, 
support and implement Sustainable Excellence (EFQM, 2010).  EFQM focuses on designing, co-
ordinating and facilitating the connection and collaboration between business leaders and experts 
across organisations, supporting organisations on their definition of sustainability and providing 
approaches towards Sustainable Excellence that considers the conflicting responsibilities towards 
an organisation’s various stakeholders. It does this through several methods: assessing the 
organisation’s performance, providing organisations with networking and mutual learning 
experience’; offering education and learning opportunities; recognising the achievements of 
organisations; and, supporting each organisation’s implementation of best in class tools and 
practices (EFQM 2010).  
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The main model utilised by the EFQM is the EFQM Excellence Model (Figure 3), which is a non-
prescriptive framework for understanding the connections between what an organisation does, and 
the results it is capable of achieving (EFQM 2010). The EFQM Excellence Model is the most 
widely used organisational framework in Europe. It is used as an assessment tool that compares 
organisations and their many counterparts and identifies areas for improvement, delivering fresh 
insight, and defines what capabilities and resources are necessary in order to deliver the 
organisation’s strategic objectives. The framework is based on nine criteria: five of the criteria are 
enablers (what an organisation does and how it does it) and, four of the criteria are results – (what 
an organisation achieves...caused by enablers) (EFQM, 2010).  
According to EFQM (2010), “the model is based on the premise that: Excellent Key Results, 
Customer Results, People Results and Society Results are achieved through Leadership driving the 
Strategy, that is delivered through People, Partnerships and Resources, and Processes, Products 
and Service” Figure 3.  
 
 
 
 
 
 
 
 
 
Figure 3: EFQM Excellence Model (source: EFQM 2010) 
 
 The Project Management Perspective  
Synergy between Change Management and Project Management exists in the need for 
organisational-wide strategies to be adopted by top management to allow new ideas to be tested 
(Rudolph et al., 2008) and effective transitions to permeate throughout the organisation (Brown 
and Botha, 2005). In their research on project management in South African district municipalities, 
Brown and Botha (2005) found that it was necessary to include a change management process as a 
sub-project of the major project (running concurrently with the major project), such is its 
importance in alleviating resistance during transformational management. This is supported by 
Nicholas (1990) and Knutson (1994). Incorporating such a change management process allows one 
to differentiate between internal and external factors impacting on organisational behaviour during 
a change (Brown and Botha, 2005). 
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Cooke-Davies (2002) observed that it is people who deliver projects, and the same can be said 
about the delivery of organisational change - the people dimension (Rudolph et al., 2008) is 
equally as important. In the modern business environment, an environment that is both volatile and 
ever-changing, an organisation should be agile and dynamic in its responsiveness to change (Dove, 
1996; Goldman et al., 1995; Mafakheri et al., 2008), and adapt accordingly. Such agility, 
dynamism and responsiveness are particularly important for goal-orientated, project-led 
organisations (Mafakheri et al., 2008). Highsmith (2004) proposed agile project management to 
guide practitioners on how to construct a change-responsive project organisation (Mafakheri et al., 
2008). Sherehiy et al. (2007) point out that the manufacturing industry in particular, employs agile 
practices in management of projects, (Mafakheri et al., 2008) in order for them to effectively adapt 
to change, and monitor improvements. 
 
As a project and its constituent elements are liable to change throughout a project's lifetime 
(Douglas, 2009) it is necessary to ensure that a project's scope, quality, resources and costs are 
considered and thought through, and an accurate (yet flexible) project schedule is in place 
(Douglas, 2009). Zou and Lee (2008, p388) make a significant observation in stating that “the 
impact of project changes on project schedule is far less significant that the effect on cost, and the 
reason is that cost is additive, while schedule is not”. Such considerations enable a cooperative 
change environment to be established, which in turn benefits the project and its team (Douglas, 
2009). “Scope’ is the project element that most ‘effects change in project performance” (Douglas, 
2009, p3) as it derives from stakeholders in the internal and external business environments.  
 
PRINCE (PRojects IN Controlled Environments) and its revisions - PRINCE2 and PRINCE2: 
2009 Refresh - is the de facto standard project management methodology (Emerald Viewpoint, 
2004; Lewis, 1995; OGC, 2009). Originally designed in 1989 by the UK government as a way of 
managing IT projects in central government (Emerald Viewpoint, 2004; Kuruppuarachchi et al., 
2002; Lewis, 1995), its success prompted a revision that would promote a generic methodology for 
any project; regardless of size, type, organisation or culture (OGC, 2009). As a methodology, 
PRINCE is able to facilitate various projects due to its structured (for accountability, delegation, 
authority and communication , yet flexible and adaptable (Emerald Viewpoint, 2004; OGC, 2009) 
Effectively harnessing resources, roles, responsibilities and skills (Lewis, 1995; OGC, 2009) to 
ensure optimal performance (Emerald Viewpoint, 2004), PRINCE delivers “the right products 
created by the right people at the right time and at the right cost” (Lewis, 1995, p233).   
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According to OGC (2009), PRINCE delivers principles that focus on the seven themes of:  
 
1. The Business Case 
2. The Organisation 
3. Quality (of Product) 
4. Plans 
5. Risks 
6. Changes 
7. Progress 
 
Due to its structure, nature and the common language used at each stage, as a mechanism 
PRINCE2 can help develop the communication practices between a project, its team, and the 
benefitting organisation. As has been mentioned previously, communication is vital for success in 
change management initiatives. Because of this one is able to say that PRINCE2 can, therefore, 
help reduce the risk of project failure and can keep customers satisfied 
(BestManagementPractice.com, 2010). Although the practitioners of PRINCE2 range in size, some 
of the most notable adopters include Barclays, BT, GlaxoSmithKline, and the Ministry of Defence 
(BestManagementPractice.com, 2010). 
 
 The Structure of PRINCE2 
As it is a comprehensive methodology that considers various factors, the structure of PRINCE2 
involves integrating many principles (seven guiding obligations and good practices), themes (need 
to be addressed continually throughout the project) and processes (considers the product life 
cycle); as well as considering the project environment (OGC 2009).  There are six main variables 
that define a project (cost, timescales, quality, scope, risk and benefits) which PRINCE2 accounts 
for.  Figure 4 provides a visual representation of the structure of PRINCE2. 
 
Figure 4: The Structure of PRINCE 2 
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By defining each stage of each process within the methodology, PRINCE2 enables resources to be 
reused, can diagnose and troubleshoot any problems that arise within the project, improves control, 
focuses on the Business Case objectives, and successfully includes all stakeholders in the decision 
making process(OGC 2009). Each definition means that the organisation is continually improving 
its learning, and evolving as a modern, adaptable organisation as a result (OGC 2009). 
 
The framework is so effective because it considers almost every activity involved in a project 
(OGC, 2009) however, it does not consider leadership and people management and isolates the 
management aspects of each; whilst also defining the elements that make up an organisation 
(Kuruppuarachchi et al., 2002).  
 
It is becoming clearly evident that an effective model for change involves a number of key 
elements. It involves a structure that will allow for the overall control and management but which 
allows participation of those affected by the change intervention.  
 
2.4 ORGANISATIONAL CYBERNETICS 
In 1948 Norbert Weiner defined cybernetics as “the science of control and communication in the 
animal and machine” (Weiner 1948 p1). He coined the word cybernetics derived from the Greek 
work kybernetes meaning steersman. However cybernetics had been pre-empted in all but name 
six years earlier. A number of innovative thinkers in biology, computer science, anthropology, 
engineering and philosophy had been meeting since 1942 in a series of conferences organised 
through the Josiah Macey Foundation. Heims (1991) documents the interdisciplinary speculations 
of Margaret Mead, Gregory Bateson, John von Neumann and Warren McCulloch, among others in 
the Macy Conferences. The ideas and speculation have developed in many directions since then. 
Weiner was the author of over 200 papers in mathematical and scientific journals and of 11 books. 
  
In current usage, the concept of cybernetics is much broader in scope. It also includes such 
processes as information transmission, processing and storage (Klir 1965). Cybernetics has also 
developed into a discipline that relies heavily on mathematics and computers to create 
programmed control systems. These dimensions of cybernetics are clearly related to the ideas of 
control and regulation contained in the original concept. Cybernetics can also be understood as a 
specific form of systems thinking. Robb (1985) argues that Cybernetic Systems Thinking has 
served as a common unifying theme that connects the classical, scientific and organisational 
theory. 
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Organisational cybernetics is the science of effective organisation (Beer 1966; 1985).  In its basic 
form, cybernetics is a method for using information, in the form of feedback, to learn about both 
the state of a system and how it works.  Such information becomes the basis for actions to correct 
any undesired states. Cybernetic systems collect data; regulate themselves; compensate for 
destabilising effects and coordinates activity within the system (Cavaleri & Obloj 1993).  
 
2.4.1 Viable System Model 
Stafford Beer developed the Viable System Model (VSM) from the principles of organisational 
cybernetics, which is concerned with steering organisations into their future.  An organisation is 
considered to be viable when it is capable of survival in a given environment and capable of 
learning and adaptation to changes in that environment (Beckford 2002).  To achieve this ultra-
stable state, the process of its management should have five functions: implementation, co-
ordination, control, planning and policy; which taken together constitute the viable system.   
 
The VSM is a useful tool to examine the current state of an organisation, establishing how it 
works (or not) and identifying weaknesses to be addressed.  As a manager and a management 
consultant, Beer was searching for a completely new way of organizing and managing complex 
social systems. Drawing on his extensive knowledge in neurophysiology, he discovered that every 
viable system has exactly the same structure. This means that companies are being designed in 
analogy to the human body which is able to quickly and effectively adapt to a constantly changing 
and highly complex environment. Beer (1975) used his findings to stipulate the rules whereby an 
organisation is survival-worthy: it is self-regulated, it learns, adapts, and evolves. The VSM 
provides a framework to design or to challenge the structure and channels of communication in 
organisations.  Applying the VSM allows organisations to respond effectively to changes in their 
immediate environment (Beer, 1994). The VSM (Figure 5) is made up of six inter-related 
processes with communication channels between them.  
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Figure 5: Viable Systems Model (Source: Beer, 1985 p139) 
 
The VSM decomposes a system into interdependent subsystems with different roles. It posits that 
any viable system consists of separate functions (Beer, 1972), which are performed by a related 
system (a subsystem to the organisation as a whole) (Chen, 2005; Leonard and Bradshaw, 1993; 
Schwaninger, 2000).  
 
System 1 (S1):  Operations or implementation units where the company produces in order to 
provide service that the customer demands.  
System 2 (S2): Co-ordination, to co-ordinate the activities of the various Systems 1; 
System 3 (S3):  Management and Control, to inform each System 1 what is required from 
them and to monitor performance; e.g. setting and monitoring performance 
targets; 
System 3* (S3*): an Auditing function which cross checks that the Systems 1 and 3 are 
mutually effective; 
System 4 (S4):  Intelligence looks at the external environment to help determine future 
opportunities and threats. 
System 5 (S5):  Policy making which includes maintaining a balance between the current 
needs of the organisation (managed by System 3, the "inside and now") and 
the future needs (identified by System 4, "the outside and then"). 
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The interrelationship between Systems 5, 4 and 3 (that is, between the Policy, Intelligence and 
Control systems) are known as the meta-system (Beer, 1972; O’Grady et al., 2010), because it 
determines the identity and direction of the system as a whole (Hayward, 2004). The 
interrelationship between Systems 3, 3*, 2 and 1 are called the operating system (Hayward, 2004; 
O’Grady et al., 2010), and include functions such as resource allocation, control of operational 
activities, minimising friction, creating roles and processes, monitoring and auditing, policy 
implementation, and analysing performance targets (O’Grady et al., 2010). O’Grady et al. (2010, 
p100) also point out that “the inclusion of system 3 in both the operational and the meta systems 
indicates its key role as the hinge between current operations and future planning and 
development”. 
 
Beer (1985) argued that each operational business unit (defined as S1) should be given maximum 
autonomy compatible with the need to operate within the strategic framework determined by the 
organisational policy (S5).  Where necessary, operational management (S3) has to ensure that each 
S1 learns how to fulfil this role effectively.  Co-ordination of the operational business units (S1s) 
and the management (S3) is achieved through System 2 (S2). 
  
The S2 comprises of all functions that coordinate the relation and the balance of interests between 
Systems 1, e.g. any kind of rules and regulations controlling human resources and IT-support.  One 
key issue is that System 3 (operative management) cannot cope with the variety of information 
being produced by each of the System 1s (operations).  Ashby’s Law of Requisite Variety 
(mentioned previously) suggests that only variety (of the organisation) can absorb variety (of the 
environment).  Where there is inequality in the level of variety then systems should be put in place 
to amplify or attenuate this variety.  It is at the interface between the six VSM Systems that variety 
control has to be built in to ensure balance. 
 
The VSM allows for the analysis, redesign and control of any organisation, including highly 
complex and diversified organizations, as this basic structure containing six subsystems repeats on 
each level of recursion.   The VSM can be used to audit the effectiveness of the System as a whole 
and each of its subsystems, as well as the information channels between these six subsystems and 
the overall variety balance.  Whenever there is any shortfall, the organisation may be unable to 
adapt to changes in the external environment and is at risk of failing. 
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As a self-theoretic diagnostic organisational framework (Beer, 1962; Hayward, 2004), the 
strengths of the VSM can benefit most organisations (Chen, 2005; Flood, 1999; Jackson, 2000; 
O’Grady et al., 2010). The model enables an organisation to understand each of its systems (teams, 
departments, and divisions), their interrelationships, respective activities and internal complexities 
inside a complex environment. Through effective communication (highlighting existing or missing 
communication patterns, (Nystrom, 2006) the VSM can help to identify “a number of management 
functions and specific interrelationships between functions” (as well as dysfunctions) Hayward, 
2004 p20) and self-regulation and self-reference (Cezarino and Beltran, 2009; Espejo and 
Harnden, 1989; Shaw et al., 2004); and creates the conditions from which the properties of a 
viable system will arise (enabling an organisation to respond to threats and opportunities in their 
present and future environments Jackson, 1991; O’Grady et al., 2010).  
 
Organisations are bound by different types of information flows and communication channels 
(Espejo et al., 1996; Jackson, 1991; O’Grady et al., 2010), which allow the right information to 
reach the right location in the right format (if the system is viable - misappropriated 
communication channels can reduce the effectiveness of a system) (O’Grady et al., 2010). 
Supporting empowerment and cooperation (Nystrom, 2006), cybernetic models such as the VSM, 
consider these flows and channels and “can provide the detailed understanding for the design of 
management and information systems”, (Warren, 2003 p356) or for any system (Jackson, 1991).  
 
Devine (2005) posits that the VSM framework recognises that any system: is evolutionary and 
open (able to adapt and correct – von Bertalanffy, 1950); must have sufficient variety within itself 
to cope with the threats and opportunities from the external environment (supported by Ashby, 
1956); manages its complexity conceptually by recognising its existence at several levels of 
organisation as a nested hierarchy of quasi-autonomous subsystems (Miller, 1978); and, the system 
maintains itself in a stable regime  - regulated through feedback mechanisms (Ashby, 1956; 
Wiener, 1948). Also, the recursive nature of the model means that there are numerous systems in 
any organisation at any time (Bustard et al., 2006; Haslett and Sarah, 2006). However, correct 
application of the model means that each system works together as a unified whole (Beer, 1994; 
O’Grady et al., 2010).  
 
The VSM is a generic model that can be applied and adapted to any system in any way 
(Hutchinson and Warren, 2000; Shaw et al., 2004; Warren, 2003), at different levels of recursion 
(Achterbergh and Virens, 2002) and has been used in many settings (Devine, 2005). Examples of 
its use include knowledge management (Leonard, 2000), managing organisational agility (Bititci et 
al., 1999) and change interventions (Haslett & Rod, 2006).  
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There is a gap in the literature regarding the use of the VSM as an underpinning structure in 
designing or managing change programmes. Given that such programmes operate in an 
increasingly complex and dynamic environment, combining an approach that allows for the 
management of complexity whilst enabling autonomy would be greatly beneficial. However it is 
important to recognise at this stage that the VSM may only provide an underlying structure for the 
design of change interventions. It is of equal importance to recognise that participation is an 
important attribute of the change process. Any change framework established should embed the 
participatory elements into the change process. 
 
2.5 PARTICIPATORY ORGANISATIONAL CHANGE METHODS AND INTERVENTIONS  
According to Bunker and Alban (1997) large group interventions for organizational and 
community change are methods for involving the whole system, internal and external, in the 
change process.  They go on to describe some eleven large group designs, all of which are used, 
although not exclusively, in corporate settings. These range from the Search Conference and the 
Future Search, two multi-day events where participants undertake a series of small and whole 
group discussions to design their future, to Work Out (a process of cross functional / cross level 
group discussions to address workplace problems), to Open Space (described by its originator as a 
conference that is all coffee breaks – free flowing voluntary discussions of issues of importance to 
the participants). Martin (2001) outlines that the advantage of large group intervention in the 
organisational context is that they provide the opportunity for a large number of organisational 
members to understand the need for and develop ideas for change as well as to support and take 
part in the implementation of change. Perhaps the most important potential in large group 
processes is learning, whether it is learning about organisational matters, about other individuals or 
about oneself. 
 
Martin (2001) argues that for a large group process to foster continuous reflection, it must be 
designed with that in mind. The conditions under which a large group process can evolve fall 
under four general areas of design: conceptualisation of the task (the initial decisions about the 
goals and the desired outcomes), the framing of the event (who should be included, what ground 
rules should be followed, and what role should the process facilitators take), the design of the 
event itself (how the large group will be engaged and in what specific tasks), and, finally the plans 
for follow through. These specific stages and areas of responsibility are depicted in Table 2. 
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Conceptualisation 1. Clarify Purpose – researcher as critical educator 
2. Define the problem or question – researcher and participants 
together 
3. Understand whose voices will be heard – and for whose action 
Framing the Event 1. Establish learning as explicit objective 
2. Clarify responsibility for action – participants and researcher 
3. Decide who comes (the participants in the research) 
Design the Event 1. Establish ground rules for dialogue 
2. Design of multiple perspectives 
3. Prepare for power imbalance 
Continuation of reflection and 
action (follow up) 
1. Continue reflection on learning 
2. Offer social science tools to empower 
3. Ensure system support 
4. Shift responsibility for research to participants 
Table 2: Conditions for Large Group Design as Action Research 
2.5.1 Creativity 
To think about anything creatively requires fresh input. Breaking out of the old ways, habits and 
thought patterns of the past demands an open mind and a willingness to view the world through a 
different lens (Stickland 1998). The phenomenon of change can be explored by tapping into the 
accumulated learning of other disciplines. Curiosity and imagination are the only requirements for 
probing what other subject domains have to offer. In today’s globalised market successful 
management of creativity is a corporate priority (Andriopolous, 2003).  
 
So how can creativity be managed successfully?  According to the literature there are many ways, 
ranging from designing an organisation based on creativity and encouraging creative behaviour 
(Amabile et al., 1996; Cohendet and Simon, 2007; Leenders et al., 2007), to adopting untraditional 
business methods (Fleming and Marx, 2006; Foote, 2006; Sutton, 2001).  It seems apparent that 
the delicate process of management of creativity requires a delicate balance: that of artistic modes 
on one side, and managerial attitude on the other (Ceserani and Greatwood, 1995; Cohendet and 
Simon, 2007; DeFillippi and Arthur, 1998; Lampel et al., 2000). This theme of balance is 
prevalent throughout the literature, in particular: the balancing of operational and creative 
processes through innovative means (Leenders et al., 2007; Sutton, 2001), whether through face to 
face (Ceserani and Greatwood, 1995) or electronic means (Currah, 2007); and, the balancing of 
several distinct paradoxes (Andriopolous, 2003) that are characteristic of managing creativity. 
However, there are other themes that can be identified in the literature. As creativity is motivated 
by learning and challenge (Fleming and Marx, 2006; Wilson and Stokes, 2005), it is necessary to 
provide the correct environmental conditions that facilitate creativity growth, focusing on 
interaction and communication. (Csikszentmihaly, 1988; Tschang, 2005; Tschang & Szczypula, 
2006).  
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Leenders et al. (2007, p167) suggest that creativity thrives under “loose and unsystematic 
conditions”. However, they also point out that there is a “simultaneous need for systematic design 
methods” (Leenders et al., 2007, p167) that balance systematic variation, discursiveness and 
decomposition. There is a heavy argument for managing creativity through modern, 
counterintuitive processes and methods (Ceserani and Greatwood, 1995; Cohendet and Simon, 
2007; Leenders et al., 2007, Sutton, 2001). Florida and Goodnight (2005) suggest harnessing the 
creative energies of all stakeholders. Sutton (2001, p96) suggests three conditions that will produce 
“the richest soil for creative work”, increasing the range of a company’s knowledge; causing 
people to see old problems in new ways; and, helping companies break from the past. 
 
 Use of Metaphor 
Effective communication (Ford & Ford, 1995; Fox & Amichai-Hamburger, 2001; Lewis & 
Seibold, 1998) and emotional expression are important aspects of the organisational change 
process (Barner, 2008). Language, as a construct of both, is therefore important when 
implementing change in an organisation (Abel and Sementelli, 2005; Burr, 1995; Butcher and 
Atkinson, 2001; Culbert, 1996; Deetz et al., 2000; Poole, 1998). One highly effective linguistic aid 
is the metaphor, (Morgan, 1993) Morgan's process of imaginisation raised the value of metaphors 
in organisational change interventions. Metaphors can facilitate emotional expression from 
employees who may otherwise find it difficult to articulate how they really feel, by simplifying the 
complexity and ambiguity (Abel and Sementelli, 2005; Barner, 2008; Feldman, 1991; see also 
Aleksandrowicz, 1960; Ortony, 1993; Oswick and Montgomery, 1999) associated with change 
events (Bolemn and Deal, 1991; Connolly, 1988; Lundberg, 1990). It may be fair to say, then, that 
metaphor and change are interrelated (Ricoeur, 1973; Waistell, 2006).  
 
Utilising both verbal and non-verbal (i.e. visual) metaphors that reflect the language used to 
communicate the change (Ricoeur, 1973; Waistell, 2006) can “give voice” (Barner, 2008, p120; 
see also Oswick and Montgomery, 1999) to employees who are trying to make sense of (often, 
uncomfortable) change events (see also Marshak, 1998).  Barner, 2008, argues that non-verbal - 
i.e. visual - metaphors may be more effective than verbal metaphors as they are “more immune 
from social-desirability effects or conscious filtering” (Meyerson, 1991, 264). This voice can occur 
on both an individual and group level (Baskinger and Nam, 2006). As organisational change may 
be viewed differently by each organisational member (Ragsdell, 2000), metaphors can enable each 
member to better interpret and make sense of the changes that are taking place around them by 
establishing meaningful images of the situation - an interpretative platform (Barner, 2008) - both 
as an individual and member of a group.  
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If employees are able to make sense of the change process, and thus develop a shared, internalised 
(Abel and Sementelli, 2005; Ragsdell, 2000) understanding and meaning of the present and future 
(see Gadamer, 1975; Ragsdell, 2000) organisational situation in a metaphorical context (Giddens, 
1976), they can help “frame future action” (Greenberg, 1995, p185; see also Butcher and 
Atkinson, 2001; Conrad, 1983; Ford, 1999). This is imperative to successful change 
implementation.  
 
If understanding and meaning is achieved through the use of metaphors and other systems 
concepts, resistance to organisational change can be challenged successfully early on in the change 
process; and a shift in thinking can be established (Palmer and Dunford, 1996; Ragsdell, 2000; 
Sampaio, 1998; see also Broussine and Vince, 1996; Keizer and Post, 1996). However, not only 
can this paradigm shift be created through using metaphors (as transport vehicles Waistell, 2006), 
ideas of how to implement the change can also be created (Barner, 2008; Burke, 1992; Marshak, 
1993; Ricketts and Seiling, 2003). Ragsdell, 2000, argues that using a range of metaphors rather 
than just one allows for a richer change process and a more holistic approach. 
 
There are several reasons why the use of metaphors is so effective in change implementation 
strategies: 
 
 Metaphors are compact yet provide a basis for a broad range of linkages (Ortony, 1993; 
Ragsdell, 2000) 
 They are incomplete - implying rather than explaining (Ortony, 1975) (although Barner, 2008, 
points out that this may be a weakness of metaphor as a tool due to the potential reinforcing of a 
selective view of the organisation) 
 They facilitate expression in a non-linear way (Barner, 2008) 
 Individual interpretations (Schön, 1979; Srivasta and Barrett, 1988; Whiteley, 1997), underlying 
beliefs and ideologies (Trice and Beyer, 1993, pp98-99), and competing world-views (Krone and 
Morgan, 2000, p87) are identified. 
 
Ragsdell (2000, p117) goes further to suggest further benefits of using metaphors: 
 
 They provoke discussion of organisational topics not generally addressed in everyday work life 
 They offer a third party through which a process of mediation can take place (although 
clarification and reassurance from the facilitator is often sought) 
 They can trigger a greater awareness of employees as people and suppress any over-emphasis on 
technical skills 
 They can promote team building and meaningful relationships amongst employees 
 They can encourage employees to participate in and take responsibility for their organisational 
design 
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However, it should be noted that metaphors are not without their limitations (Oswick and 
Montgomery, 1999). The attributes of the metaphor itself can have connotations that may invoke 
meaning to participants instead of facilitating the generation of internalised meaning (i.e. a car's 
attributes of speed, movement, direction etc.) (Oswick & Montgomery, 1999). Another 
disadvantage that Oswick and Montgomery (1999) point out is that certain metaphors may coax 
participants into focusing on one part of the domain, such as an area of the organisation rather than 
the organisation as a whole. Other weaknesses include diverting attention (Perrow, 1986) and 
pacification (Fox, 1996).  It is therefore accepted that the use of metaphor as a creativity technique 
has benefits within the participative change management paradigm, however limitations of the 
technique should be recognised and approaches to overcome limitations developed. 
 
2.5.2 Coaching  
The role of coaching has increasingly become a method for engaging the workforce in change 
interventions. Star (2011 p2) describes coaching as “enabling people to create change through 
learning, it is also about people being more, doing more, achieving more and above all else 
contributing more”. Cunningham and McNally (2003 p850) suggest that “the effect of coaching on 
an individual will have an indirect effect on the performance of the entire organisation. The 
improved individual performance of an employee will enhance the organisational performance”. 
According to Eaton and King (1999 p146) “the main driver for culture change is to change 
behaviours and attitudes which exist within an organisation. Coaching provides a framework to 
develop a culture which can track and monitor changes in behaviour, performance and 
motivation”. Coaching may also support leadership development and help managers to be more 
effective in their management style (Star 2011). 
 
Coaching has become an accepted and popular development tool utilised across many 
organisational sectors. However there are issues about how to manage and deliver coaching in an 
organisational setting (CIPD, 2007). A structured approach is required to develop a coaching 
culture which is understandable by all stakeholders involved or impacted by the culture. The 
Chartered Institute of Personnel and Development (CIPD) describe a coaching culture as one 
where “coaching is the predominant style of managing and working together and where 
commitment to improving the organisation is embedded in a parallel commitment to improving the 
people” (CIPD, 2007). 
 
Developing a coaching culture is a lengthy process and incorporates several levels. Megginson & 
Clutterback (2006) have devised a four stage model in the development of a coaching culture 
(Table 3). 
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Stage One – Nascent  Stage Two – Tactical 
 Little/no commitment to creating a 
coaching culture 
 Inconsistent approach used by coaches 
 Coaching behaviours abandoned by 
‘important tasks’ 
 Uncoordinated or non-existent 
executive coaching 
 Organisation recognise the value of 
establishing a coaching culture (but have 
little appreciation of what is involved or 
what it means 
 Systems exist to train coaches 
 Poor links to HR processes  
 Broad understanding of coaching benefits 
 Low management commitment 
 
Stage Three – Strategic  Stage Four – Embedded  
 Managers and employees educated on 
the value of coaching 
 Managers are confident in using a 
coaching style delivering coaching 
sessions 
 Senior managers communicate links of 
coaching behaviours to key business 
drivers 
 Good coaching role models exist 
within the organisation 
 
 People at all levels of the organisation are 
engaged in coaching  
 Widespread use of 360O feedback 
 Coaching seamlessly integrated to HR 
systems 
Table 3: Four Stage Model to Developing a Coaching Culture (Source: Megginson and Clutterback, 2006, p236) 
 
Minahan (2006) observed that coaching practices were used in change management projects as 
early as the 1970s in the work strategies of Organisational Development practitioners. Over time it 
has been noted how coaching can indeed initiate and lead organisational change effectively (Natale 
and Diamante, 2005) and there are examples of organisations utilising business coaching as a 
component within a change management programme (King and Wright, 2007; Lewis, 2008; 
Volckmann, 2005; Watkins et al, 1999). Expanding on Natale and Diamante (2005), Claudy 
(2009) suggests that the coaching process in fact, yields the most impact when an organisation is 
going through change. Therefore it is obvious to see that coaching and change management are 
synergistic (it should be noted that even coaching for performance management involves change of 
some sort!).  A study by the Corporate Leadership Council (2003), supporting the above argument, 
found that (less dramatic than a complete organisational transition but still as important) coaching 
“helps improve management capabilities in experimenting with new approaches…[and] shifting to 
an enabling style of managing” (Bennett & Bush, 2009, p2). 
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Although there are many change management coaching models that can be utilised by 
practitioners, it seems that there are specific considerations that need to be made when 
implementing them: ensuring executive/management/senior-level buy-in, support and commitment 
and developing them as coaches (Claudy, 2009; Conger, 1993; Evered and Selman, 1989; 
Frohman, 1978; Lewis, 2008; Marsh, 1992; Riddle, 2009; Rosow & Zager, 1989; Slater & Narver, 
1994, 1995; Watkins et al, 1999); developing a structured enterprise-wide change framework that 
accommodates and supports the change coaching programme (Anon, 2002; Bartridge, 2006; 
Claudy, 2009; Dewhurst, 2009; King & Wright, 2007; Lewis, 2008; Piasecka, 2001; Sande, 2009; 
Watkins et al, 1999); utilising models that are tailored to the organisation’s specific needs (Claudy, 
2009; Lewis, 2008; Rock & Donde, 2008); having an open coaching process that considers 
individual emotions yet a collective conscience (Claudy, 2009; Lewis, 2008; Piasecka, 2001; 
Walker, 2008; Watkins et al, 1999); implementing open and active feedback loops and reflection 
(Arond-Thomas, 2006; Bolton, 1998; Claudy, 2009; Griffiths, 2009; Piasecka, 2001; Staib-Duffy, 
2008; Volckmann, 2005); and continuous support and implementation (Bartridge, 2006; Rock & 
Donde, 2008; Watkins et al, 1999).  
 
However, in order to ensure that the coaching process is effective in bringing about successful 
organisational change there should be full commitment to the process across all levels of the 
organisation (Watkins et al, 1999) and facilitation and intervention at every stage (Bolton, 1998). 
But it should be noted that, although coaching is effective in facilitating change, coaches are often 
met by restraining forces and resistance from individuals (Griffiths, 2009), with buy-in a major 
struggle. However, Griffiths (2009) points out that a coach can effectively work with this 
resistance to gain results. By responding to a client’s problem through making suggestions or 
sympathising, the coach is (in some regard) taking ownership of the problem away from the client, 
which is not beneficial towards the client solving the problem. Therefore, an altering of coach 
behaviour and facilitation may take place – the coaching process defined.  
 
There is an abundance of research that explains how those facing change have mixed emotions 
about it. Added to that fears about the future (including fears caused by experience in the past and 
fears of the unknown) and the effects of habitual behaviour (which can form negative patterns), it 
is evident that major problems can and do occur. Therefore, a coach should understand and help 
those clients involved in the process, combating these problems by building a constructive 
relationship with the client (one that generates trust in both parties and is open and honest – 
including trust that the client can find the answers internally and externally with the coach as a 
facilitator) and running coaching sessions that get to what a client wants (using the SMART 
template), which identifies restraining forces, measures achievements of goals, and provides 
feedback and reflection (Griffiths, 2009).  
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 Change Management Coaching Models and Frameworks 
Although there are numerous change management coaching models available (Claudy, 2009; 
Dewhurst, 2009; King & Wright, 2007; Rock & Donde, 2008; Sande, 2009; Staib-Duffy, 2008), 
significant commonalities amongst them are evident. It is apparent that each model follows a 
tailored step process that incorporates awareness/identification, desire, innovation, action, and 
reinforcement/sustainability. For example, the ADKAR change management model from ProSci
TM
 
“makes up a linear model for change that has assessments built in at each step so you can gauge if 
the organisation, team, or person is ready to move on to the next step” (Sande, 2009, p28 – as 
shown in Figure 6).  
 
 
 
 
 
 
 
Figure 6: The ADKAR Model (Source: Sande, 2009 p28) 
 
Aligning itself in some way to the ADKAR model, the Internal Communication Black Belt 
Programme developed by Melcrum helps develop the coaching skills of internal communicators 
(Dewhurst, 2009) through a series of modules that focus on: how to add maximum value to an 
organisation, how to become a strategic internal communicator, how to develop effective 
communication plans that meet organisational objectives, and what tactics to employ to best assist 
organisational change (Black Belt 1); the development of skills in coaching, consulting and 
facilitation, with a focus on internal relationships at various levels of the organisation including 
leaders (Black Belt 2); those developing the long-term internal communication strategy for the 
organisation, considering organisational needs, establishing the communication, effective delivery 
of resources, documenting and monitoring strategy, learning from other organisations and getting 
stakeholder buy-in (Black Belt 3) (Dewhurst, 2009). 
 
Another example of an effective coaching model that aligns itself with Sande (2009) and Dewhurst 
(2009), is the internal change capability model implemented in Constellation Energy (an energy 
company) by King & Wright (2007). The model incorporated “four inter-related components: a 
common enterprise wide framework, and enterprise wide change curriculum, change coaching and 
consulting, and change agent networks”, where the change coaching and consulting were 
“provided through an internal cadre of change experts supporting project managers and others 
implementing change initiatives across the company” (King and Wright, 2007, pp57). 
AWARENESS 
To the change that 
is occurring, which 
facilitates 
preparation and 
acceptance? 
DESIRE 
Building “the desire 
and buy-in for 
people to want the 
change and accept 
it”. 
KNOWLEDGE 
The “information 
and skills required 
to successfully 
navigate through 
the change”. 
ABILITY 
The application of 
knowledge learned. 
REINFORCEMENT 
“For a change to be 
successful there must 
be both consequences 
for not accepting and 
moving through the 
change, but also 
incentives and 
recognition for 
embracing the 
change”. 
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King and Wright’s (2007) SIRIUS framework, which has its roots in Six Sigma methodology and, 
in some regards, aligns itself with the ADKAR and Black Belt models, was effectively 
implemented at Constellation Energy, but its success lay in embedding change tools and methods 
into the framework and “augmenting tools with training programmes... [which] accomplished 
several goals simultaneously” (King & Wright, 2007, p58). With regard to the coaching and 
consulting support, this was facilitated in two ways: the provision of pure change management 
consulting by a team of consultants with experience in large-scale business changes; and, Learning 
and Organisation Development consultants who provided coaching support to managers and 
leaders through various stages of the change (King & Wright, 2007). 
 
Another approach is offered by Staib-Duffy (2008, p423) who argues that “the ontological 
approach to coaching and transformational learning offers a set of tools that can be applied to 
breakdowns, thought loops and growth edges”, by incorporating two basic models: “the 
observer/action/results model and the language/body/emotions model” (Staib-Duffy, 2008, p423). 
By adopting the first model an individual can analyse the problem as an observer before deciding 
what action to take and when, i.e. reflection. Staib-Duffy (2008) suggests that the second 
language/body/emotions model can be engaged for deeper personal reflection – see Figure 7. 
 
 
 
Figure 7: Ontological Model 1: Observer/Actions/Results (Source: Staib-Duffy, 2008 p426) 
 
Rock & Donde (2008) suggest that blended learning is effective in ensuring participants use and 
apply coaching skills develops, but does not attempt to turn them into fully-fledged coaches. In 
their research, the blending learning approach incorporated three days of intensive training, 
followed by fortnightly telecalls for two months, including assignments, practical coaching and 
reading between classes. 
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Claudy (2009) argues that the coaching process yields the most impact when an organization is 
going through change, and that to improve the probability of coaching success learning’s from the 
organization development and Gestalt OSD would prove beneficial. Carter (2004 in Claudy, 2009) 
describes the Unit of Work (Gestalt OSD) as having four steps (Claudy, 2009, p9):  
 
 Assessing what is - describing how the leader and coach will work together, describing the 
coaching process and details, identifying the length of coaching sessions, listening to the leader 
sharing a brief history of work experience and their future aspirations, “helping the individual 
leader understand their innate tendencies, comfort, and stretch zones”, “analysing the variance 
between the individual leader’s aspirations and her/his current reality”, focus and intra-focus, 
engaging the leader in a discussion revolving around the JOHARI window, and, reviewing their 
leadership perceptions. 
 Choosing what to attend to - Defines the what is picture in more detail, the leader begins discussing 
key aspirations and motivations, identifying leadership focus and opportunities (again based on the 
JOHARI window). 
 Acting on the choice – Focusing on actions that leader can commit to, developing an action plan, 
providing a written summary of discussion for leader to use in their “personal learning strategy”. 
 Closing out the activity – involves bringing closure to discussion, feedback, “providing verbal 
support by reinforcing their aspirations”. 
 
The process proposed by Claudy (2009) supports Argyris’ (1970) view that the organisational 
coach has three primary tasks: 
 
 The generation of valid and useful data (aligning with Claudy’s, 2009, first and second steps) 
 Free and informed choice by the client (aligning with Claudy’s, 2009, second and third steps) 
 Internal commitment to the choices made (aligning with Claudy’s, 2009, third and fourth steps). 
 
Bartridge (2006) utilised several support tools that helped the organisation to cope with the change 
process, improve buy-in and commitment, foster an environment that supported creativity and 
development, and established processes to improve performance. These support tools are 
(Bartridge, 2006): 
 
 Performance management systems 
 Business process reviews 
 Annual employee survey 
 Leadership development curriculum 
 Customer service workshop 
 Change programme intranet site 
 Commercial awareness programme 
 Cultural attribute posters 
 Change-programme hand-outs 
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There are other frameworks and models that include drama-based learning workshops (Anon, 
2002), which help the company to attract, retain, challenge and develop exceptional employees 
[and]...also cover strategy, change management and coaching, and foster an environment that will 
attract, retain, challenge and develop exceptional employees, including introducing coaching 
models where each employee is given a scenario relating to coaching, including coaching someone 
through change (Anon, 2002). However, there are also models that avoid complexities and 
theoretical underpinnings altogether. For example, the model developed by Volckmann (2005, 
p290) uses common business language that is readily accessible to executives rather than complex 
and integral models and theories. Corresponding to Wilber’s (1995) use of holons (everything is a 
whole and part of a whole, simultaneously), Volckmann (2005 p292) constructed holons 
“regarding individuals, collectives and social phenomena – as in executive leadership”. The model, 
according to Volckmann (2005) is effective in guiding data gathering for focusing strategic 
conversations during feedback processes and identifying action strategies for development and 
performance improvement, both for the executive team and for individual executives.   
 
It is important to note that one should understand the limitations of any approach (Rock & Donde, 
2008) when choosing a coaching model. Rock and Donde suggest that it needs to fit with 
organisational objectives and vision, basing itself around the entire coaching initiative, and be able 
to show deliverables. In summary there are numerous coaching models which are used within an 
organisational change context. It is clear however that coaching as a concept has been used 
effectively to support the change process. 
 
2.5.3 Leadership Development 
There is a plethora of literature which argues that organisations need to become learning 
organisations in order to bring about successful organisational change (Watkins et al, 1999; 
Argyris and Schön, 1990; Watkins and Marsick, 1993, 1996). In order to do this, learning needs to 
be leveraged at the individual, team and organisational levels (Watkins et al, 1999). In order to 
make successful change, organizations require a cadre of suitable (effective) leaders: managers 
need to adopt new roles, redefining traditional roles, and become teachers, educators and coaches 
(Conger, 1993; Evered and Selman, 1989; Frohman, 1978; Marsh, 1992; Rosow and Zager, 1989; 
Slater and Narver, 1994, 1995).  
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Claudy (2009) argues that developing leaders who can lead change effectively requires two 
elements: an effective coaching process (which includes assessment of personalities and individual 
learning patterns, practical opportunities and support); and, an organising framework that supports 
the coaching process, involving feedback and reflection. The leadership coaching process requires 
a balance between what “aligning personal aspirations and values with the organisation’s strategic 
intent” ( Claudy, 2009, p9) and how, and rests on five elements (Claudy, 2009, p9): 
 
 The establishment of the scope and nature of the coaching relationship 
 A discussion on one’s leadership aspirations and motivation 
 A review and integration of psychometric assessments to paint a complete picture 
 Key discussion of strengths and areas for development 
 A commitment to next steps 
 
Riddle (2009, p3) suggests that “leadership coaching can be a powerful method for learning and 
change when it is used in the right circumstances and when appropriate lessons are sought”. He 
goes further to suggest that although not a solution for every kind of growth, coaching lends itself 
particularly well to certain situations, such as readying a leader for increased responsibilities, 
speeding acclimation to a new challenge, when there are demands for organisational change, when 
a significant transition is taking place (coaches can provide a resource for sound thinking and wise 
advising, when there is a predicted change (a leadership coach can help a leader address personal 
and professional changes and the associated obligations), and  when there is a move from tactical 
to strategic roles (challenging dialogue between the coach and coachee can expand viewpoints and 
frames of reference rapidly). 
 
So the development of leader / manager coaches is important to implementing successful change 
coaching programmes, but the programme should follow a tailored approach to leadership 
development through all levels of the organisation, focusing on each individual employee within it 
(Lewis, 2008), and not just the senior level. Piasecka (2001) points out that commitment to change 
can be established through the sustained efforts of senior managers and external consultants who 
are involved, but that the process of integration requires attention to all individuals’ emotions 
regarding change – people need their voices to be heard so that they can be helped. An example of 
this in practice can be found in the Staffordshire Fire and Rescue Service, UK, who introduced a 
management and leadership programme that has driven positive change to take the organisation 
forward (Lewis, 2008). The programme resulted in the The Key to Excellence, which set out the 
organisation’s strategy (Lewis, 2008). In order to engage with its staff more, the organisation 
(along with external consultants SFL) developed a programme that engaged staff and set up a 
leadership culture to transcend the supervisory and mid-tier of the organisation, which had 
previously not had experience of effective change management.  
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Volckmann (2005) developed a change management model for assessing executive leadership in 
the needs assessment phase of a development process, as well as guiding an integral approach to 
coaching individual leaders and executive leadership teams, that was influenced by the work of 
Wilber (1985, 1995, 1996, 2002) and other allied authors (Beck and Cowan, 1996; Kofman, 2002; 
Kegan, 1982). It makes sense then that effective change can be brought about by coaching those 
leading that change. 
 
Many large organisations are already aware of the positive effect coaching has on leadership 
development, using manager-coaches to successfully implement organisational change. Xerox 
implemented their LUTI (Learn subject; Use skills in work; Teach others; Inspect others) process 
and in their research Watkins et al (1999) found that a Fortune 10 Automotive company 
successfully implemented a Manager-as-Instructor approach (an adaptation of the Xerox LUTI 
process) (Watkins et al, 1999). The latter’s approach consisted of key three elements (Watkins et 
al,1999 p64): “managers serving as instructors, designated coaches supporting the managers to 
assist with the logistical aspects of the training, and a course manual designed by the developers of 
the innovation that contained all of the course materials for the learners”.  
 
But successful change is not just brought about by the leader / manager-coaches. External 
consultants play an integral part to the whole coaching process, not just to leadership development 
for change. Vrakking (1995) and Bucko (1994) support Watkins et al’s (1999) assumption that 
successful implementation [of innovation/change] requires taking the time to guide, coach and 
develop the managers who will have to implement the changes, whilst involving participants in the 
innovation implementation decision, getting support from the executive team, by using activities 
that do not add to workloads, and using a change agent (Bucko, 1994). Organisational leaders (the 
change agents and change champions) working alongside external coaches and consultants prove 
to be effective in managing and implementing change because they can continue the process once 
the external consultants have completed their assignment, and so provide dedication and 
commitment to the change programme (Bartridge, 2006).  
 
The use of external consultants is important in the process. Goldsmith (1996) suggests that 
external consultants can provide behavioural coaching methods to leaders that help facilitate 
behavioural change, which the leaders will usually appreciate. However, he also suggests that in 
some respects the external change consultant could adopt duties of the leader in certain situations, 
such as assessing performance and delivering bad news, because they are seen as objective third 
parties who are providing analysis, suggestions, and feedback gathered from multiple 
sources(Goldsmith, 1996). In regards to taking on the coaching role, leaders can benefit from 360
o
-
feedback in organisations (Goldsmith, 1996). 
Literature Review 
 
66 
 Programme Development: Workshops and Coaching Sessions 
Discussions, workshops, team and individual sessions are integral to change management 
coaching. Piasecka (2001) argues that coaching is key to the hearing and respecting process being 
set in motion...[because] the emotional response takes time to shape and is bound to loop round 
and re-tread ground several times. Piasecka (2001) suggests that team workshops and individual 
coaching, led by a skilled facilitator can overcome barriers to change and performance 
improvement. Workshops can unpack and translate the core messages and additional workshops 
for supervisory managers to develop [the supervisory managers]...leadership skills in performance 
management, mentoring and coaching (Lewis, 2008). In order to create a new vision and change 
strategy (and get employee buy-in) it is important to involve the employees from the start.  
 
Bartridge (2006) in his research, used workshops to generate ideas that would initiate buy-in and 
help to build a bridge between two different workforces (such as competitions), introduced Q&A 
sessions run by management (with openness) that explained to different levels of the corporate 
hierarchy the new organisational future, used focus groups and surveys to generate awareness of 
vision and priorities to all employees and gain feedback of employee concerns and actions for 
improvement, and implement the actions created. 
 
Piasecka (2001) initially used planned individual coaching sessions that included life stories, 
discussions and workplace values to build trust; before moving onto gradual coaching sessions that 
discussed the change in place – the impact of changes, and plans and activities that would assist 
progress in the change. Supporting Piasecka (2001), Walker’s (2008) research found that change 
agents in organizations (using sustainable business as a case in point) can be more effective 
through a sharing of positive emotions with the coach, that  there is a polarised set of views on the 
helpfulness of sharing negative emotions (fear, anger, pessimism); a range of sources of support 
are used, with the most commonly used being informal networking, conversations at the margins; 
[and] change agents would like to make use of support from sustainability-focused coaches and 
mentors — a one-to-one safe and confidential relationship. He goes on to suggest that sustainable 
business consultants could benefit from spotting and exploring aspects of personal effectiveness 
using a coaching and facilitative style. 
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Coaching sessions need to be designed to allow for the expression of emotions and support (for 
self-confidence, esteem, encouragement and reduction of petty complaint to change) (Piasecka, 
2001). In her work, Piasecka (2001, p71) identified four key themes to sessions undertaken: “(1) to 
help people to express themselves articulately, thereby increasing their self-confidence in 
expressing themselves well; (2) to concentrate on coaching people to take responsibility for their 
words and not to throw them away in discussion; (3) to help people to begin to see how they may 
be creating unhelpful impressions of themselves; and (4) to reduce the amount of indiscriminate 
blaming of others”. The importance of conversation that facilitates the change coaching process 
cannot be overestimated. 
 
Bolton (1998) argues that conversations in an organisational setting are effective in creating high 
performance teams and achieving breakthrough results, as they integrate techniques from 
philosophy. Bolton (1998) goes further to suggest that organisations can achieve change and 
transformation (hence breakthrough results) through effectively managing conversations and being 
disciplined in their implementation (Figure 8). 
 
 
Figure 8: Conversational Disciplines (Source: Bolton, 1998, p235) 
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 Conversation for Relatedness 
The most effective conversations are those that identify and build shared commitment amongst 
employees in regards to organisational purpose and objectives (Bolton, 1998). Bolton argues that 
conversations for relatedness will go through several stages: encouraging openness; locating 
individual concerns; locating commitments related to concerns; agreeing on commitment to issue 
(understanding). 
 
 Conversation for Possibility 
If breakthroughs are sought, conversations for possibility aid in thinking and imagining the future, 
leading to commitment to producing something which they have not the faintest idea how they will 
go about achieving (Bolton, 1998). However, Bolton points out that they cannot be successfully 
conducted unless relatedness and shared commitment has already been established...The more 
fragile the relatedness then the less impacts the conversation for possibility will have. 
 
 Conversation for Opportunity 
During this type of conversation possibilities are tested against key criteria (the future state that is 
desired and is a breakthrough; feasibility of investment; return on investment). Conversations for 
opportunity require conditions for satisfaction (Bolton, 1998). 
 
 Conversation for Action 
Although the least well executed, conversation for action is critical. The principles for this type of 
conversation fall into two categories: 1. Requests have to be made of other people; 2. Promises can 
be made to other people. 
 
 Past, Present and Future 
When managing conversations it is important to understand the distinction between the past, 
present and future because in order for successful change to be implemented, past behaviour may 
shift and new distinctions and behaviours established (separating between the past and the present, 
and the present and the future) – Figure 9. 
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Figure 9: Distinguishing the Past, Present and Future in Conversations (adapted from Bolton, 1998 p236) 
 
 
Open and active feedback loops, which coaching provides, assist effective and efficient adaptation 
to change and monitor the impact to that change, allowing organisations to flourish (Arond-
Thomas, 2009). Through reflection and deliberate choice, coherence and further understanding can 
be achieved, “leading to greater effectiveness and satisfaction in [organisational] life” (Staib-
Duffy, 2008, p428). 
 
It is clear that the role of leadership is critical to the successfulness of change. Leadership at all 
levels will aid the process of change and coaching provides a mechanism to develop leadership 
skills in those who are not only new to the role but also to provide support at difficult times to 
maintain the monumental of change within the process. 
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2.6 LITERATURE REVIEW CONCLUSIONS 
This chapter builds on the theoretical foundations upon which this research project is based. From 
the late nineteenth century up to the 1960s scientific management and human relations have 
influenced how organisational change has been perceived and dealt with. From this rich legacy 
some assumptions about change were carried forward into later change management thinking. In 
doing so several rich issues are identified across the disciplines examined. 
 
Amongst the issues identified are the inabilities to create organisations which are capable of 
implementing change to shift into the new business paradigm, resulting in cynicism and lowered 
commitment, and the convergence of Organisational Development and Systems perspectives to 
organisational change. The emergence of change models which support engagement of 
stakeholders has been examined and clearly demonstrate the advantages of utilising the rich 
knowledge base of participants to both identify and implement solutions that are accepted and 
achievable. The adoption of creativity techniques to enhance the current and future perceptions of 
stakeholders has been explored alongside methods to allow continued conversations, 
understanding, engagement and indeed leadership of change.  
 
The use of cybernetics and in particular the application of Beer’s Viable Systems Model has been 
discussed as a structure to allow for the design and management of effective change. Indeed little 
research is evident with regard to the use of the VSM in such cases. It was however acknowledged 
that whilst the VSM may provide structure it has also been recognised that participatory elements 
should be embedded within the process. This will include elements of stakeholder participation, 
creativity and specifically coaching. Bringing together these elements provides a context which 
contributes to the body of knowledge of both Participatory Change Management and Cybernetics.  
 
2.6.1 Review of Research Questions and Objectives  
The review of the literature has established that little research exists that draws together elements 
of participatory change; using tools and techniques such as creativity and coaching to enhance 
engage stakeholders in the process; aligned with the use of Managerial Cybernetics and 
specifically the structures of the Viable Systems Model to provide the overarching framework to 
design the change process. 
 
The research questions defined in Chapter 1 included: 
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1. Can a new framework be developed to enable Participatory Intervention in 
organisations? 
2. Can the new framework for Participatory Intervention be embedded in organisations 
thus creating conditions which are conducive to change? 
3. In what ways could the principles of managerial cybernetics improve communication 
flows and enhance the conditions for change? 
 
Following the literature review these initial questions appear to remain valid. 
 
The specific objectives for the remainder of the study include: 
 
1. To determine and codify a Participatory Intervention Framework based on the 
principles of managerial cybernetics and the investigations of empirical work 
2. To test and refine the framework using participatory action research 
3. To evaluate the strengths and weaknesses of the approach in practice determining the 
benefits of participation and structure 
4. To assess the framework against the principles of managerial cybernetics 
5. To disseminate a framework to a wider academic and practitioner community 
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2.7 SUMMARY 
Chapter 2 has presented an overview of the literature that has evolved over time with regard to the 
theory and practice of change management. The influences of participatory engagement in change 
have been summarised and the importance of coaching and creativity as a means of providing 
support mechanisms to individuals and teams has been reviewed.  
 
An introduction to the theory of systems and cybernetics as a vehicle for designing effective 
processes for the management of change has been introduced and it was noted that little work 
linking the elements of cybernetics to design an effective participatory approach has been 
identified.  
 
It has increasingly become apparent that there is a gap in the literature for the adoption of the 
Viable Systems Model as a cybernetic framework to effectively design and manage change 
interventions and accommodate embedded participatory change models including coaching and 
creativity. This framework will provide an overarching structure that will assist not only the design 
but the sustainability of an adaptive model. 
 
In Chapter 3, a review of the variety of approaches to researching participatory change initiatives 
will be explored and will lead to the design of a participatory model which will be tested in 
subsequent chapters.  
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3 RESEARCH METHOD AND DESIGN 
3.1 INTRODUCTION 
The selection of an appropriate research method that will support the design of the research study 
is paramount and is often dependant on the nature of the study being conducted. This Chapter aims 
to present the alternative research approaches considered and draws conclusions as to the most 
effective approach to inform the study.  
 
The approach adopted for the research focuses on action, the desire to improve the problem 
situation with which the research activity is directly involved, and the research element a desire to 
produce rigorous, generalizable results. For this purpose, Action Research is introduced and 
explained. This is underpinned by Organisational Cybernetics as a method for designing the 
Participatory Intervention Framework adopted by the study and applied to the research 
interventions presented in Chapters 4, 5 and 6.   
 
3.2 TRADITIONAL RESEARCH PARADIGMS 
Guba and Lincoln (1994) argue that the choice of research methods is not as important as the 
choice of paradigm that is applicable to the research, and the philosophy adopted. Saunders et al 
(2007 p101) point out that research philosophy relates “to the development of knowledge and the 
nature of that knowledge... [and] contains important assumptions about the way in which you view 
the world”. Elaborating on this point, Collis and Hussey (2003) and McNeill and Chapman (2005) 
argue that the choice of paradigm informs the research methodology to adopt, which in turn 
informs the choice of research methods. As each researcher is different from the next, the choice 
of research paradigm, philosophy and methods is entirely individualistic, yet equally important. 
 
Saunders et al (2007, p112) outline paradigm as “a way of examining social phenomena from 
which particular understandings of these phenomena can be gained and explanations attempted”. 
Saunders et al suggest that there are four paradigms (Figure 10) (functionalist, interpretivist, 
radical humanist, and radical structuralist) which correspond to four conceptual dimensions: 
radical change (looking to change organisational affairs), regulation (offers improvements), 
subjectivist, and objectivist.  
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Figure 10: Four Paradigms for the Analysis of Social Theory (Source: Burrell and Morgan, 1979, p22) 
 
 
Burrell and Morgan (1979, p22) note that the purposes of the four paradigms are: 
 
 To help researchers clarify their assumptions about their view of the nature of science and society; 
 To offer a useful way of understanding the way in which other researchers approach their work; 
 To help researchers plot their own route through their research; to understand where it is possible 
to go and where they are going. 
 
Saunders et al (2007, p102) point out that there are “three major ways of thinking about research 
philosophy: epistemology, ontology and axiology”. Each contains differences that will influence 
the research process. 
 
3.2.1 Epistemology 
In this approach, theories are built through gaining knowledge (Gilbert, 1993). Lancaster (2005, 
p21) agrees but adds that this approach “organizes and explains knowledge in the form of 
theories”. In other words, theories are justified (Dawson, 2002). Epistemology concerns what is 
accepted as knowledge in a field of study, and what is considered as proof of that knowledge 
(Saunders et al, 2007; Jankowicz, 2000; Collis and Hussey, 2003). It considers the viewpoint of 
the researcher - do they take an objective stance that deals with facts (positivism: quantitative) or a 
subjective stance that focuses on attitudes and feelings to the research collected (interpretivism: 
qualitative) and their relationship with that which is being studied (Collis and Hussey, 2003).  
 
 
Radical Change 
Radical 
Humanist 
Interpretive Functionalist 
Radical 
Structuralist Subjectivist 
Regulation 
Objectivist 
Research Method & Design 
 75 
 Positivism 
Positivism searches for truth through the testing of beliefs and stances (Jankowicz, 2000); seeking 
“the facts or causes of social phenomena, with little regard to the subjective state of the individual” 
(Collis and Hussey 2003 p52; McNeill and Chapman, 2005). Positivism believes that only that 
which is observable and measurable is valid and can be accepted (Collis and Hussey, 2003). 
Remenyi et al (1998 p32) argue that the positivist will work “with an observable social reality and 
that the end product of such can be law-like generalisations similar to those produced by the 
physical and natural scientists”. Both Collis and Hussey (2003), McNeill and Chapman (2005) and 
Saunders et al (2007 p103) agree, suggesting that, indeed, the positivist will “adopt the 
philosophical stance of the natural scientist”, and only consider data credible if the phenomena is 
observable (observable social reality).  
 
Needless to say, the positivist adopts an independent, objective and detached stance towards that 
which is being studied, considering the process of research as being value-free (Saunders et al, 
2007; McNeill and Chapman, 2005), and believing that the objects being studied “are unaffected 
by [the] research activities”(Collis and Hussey, 2003, p48). 
 
The positivist will generally use existing theories to develop hypotheses and thus a research 
strategy which gathers “facts that provide the basis for subsequent hypothesis testing” (Saunders et 
al, 2007, p103) – i.e. the facts will either refute or confirm the hypotheses. Collis and Hussey 
(2003, p53) concur, arguing that explanations consist “of establishing causal relationships between 
the variables by establishing causal laws and linking them to a deductive or integrated theory”. 
Gill and Johnson (2002, p167) point out that the positivist, considering the importance of existing 
theories and the development of hypotheses will use a structured methodology in order to facilitate 
replication. Jankowicz (2000) agrees, arguing that it is best to use a scientific method to uncover 
“the truth” – the hypothetico-deductive method, which is made up of (Jankowicz, 2000 p113): 
 
 A formally expressed general statement which has the potential to explain things: the theory; 
 A deduction that if the theory is true, then you would expect to find a relationship between at 
least two variables, A and B: the hypothesis; 
 A careful definition of exactly what you need to measure, in order to observe A and B varying: 
the operational definition; 
 The making of the observations: measurement; 
 The drawing of conclusions about the hypothesis: testing; 
 The drawing of implications back to the theory: verification. 
 
 Realism 
Research Method & Design 
 
76 
Like positivism, realism relates to the use of scientific enquiry and approaches in the development 
of knowledge (Saunders et al, 2007). The theory of realism proposes that objects have a reality 
which is “independent of the mind” (Saunders et al, 2007 p104), but that the reality is the “truth”. 
There are two main types of realism: direct realism; and, critical realism. Direct realism says that 
experiences portray the world accurately, and that the world is unchanging; critical realism, on the 
other hand, argues that one can only experience sensations of things, not the things directly, and 
that one can be deceived by senses (and therefore, from a business research perspective, multi-
level study is paramount in order to gain a thorough understanding) (Saunders et al, 2007, p105). 
Critical realism claims that “there are two steps to experiencing the world...first, the thing itself 
and the sensations it conveys...[and second] the mental processing that goes on sometimes after 
that sensation meets our senses”. Direct realism considers only the first step. Saunders et al (2007, 
p106) suggest that the critical realism is “much more in line with the purpose of business and 
management research which is too often to understand the reason for phenomena as a precursor to 
recommending change”. 
 
 
 Interpretativism 
According to Saunders et al (2007, p106), interpretivism “advocates that it is necessary for the 
researcher to understand differences between humans in our role as social actors”. The 
interpretative approach focuses on people rather than objects, placing importance on the roles 
carried out by people/social actors. Interpretivism comes from phenomenology (how one makes 
sense of the world) and symbolic interactionism (considers interpretation of the world as a 
continual process). Saunders et al (2007) point out that the interpretivist has to adopt an 
empathetic stance and understand the world from the perspectives of their subjects. There is some 
argument as to the generalisation of interpretivist data, but the interpretivist argues that 
generalisation is unimportant anyway. 
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3.2.2 Ontology 
Unlike epistemology, ontology is concerned with the fundamental belief about the nature of 
reality, of being (Saunders et al, 2007; Jankowicz, 2000). It is the way in which things are noticed 
and ignored - one’s basic assumptions (Jankowicz, 2000), whether the world is considered as 
objective and external to the researcher, or socially constructed “and only understood by 
examining the perceptions of the human actors” (Collis and Hussey, 2003, p48). Conceptual in 
approach (Lancaster, 2005), there are two main aspects of ontology: objectivism (“social entities 
exist in reality external to social actors”); and, subjectivism (“social phenomena are created from 
the perceptions and consequent actions of social actors”, and are part of a continual process of 
revision) (Saunders et al, 2007, p108).  
 
 Social Constructionism 
Social Constructionism is an aspect of subjectivism that has its roots in interpretivism. It “follows 
from the interpretivist position that it is necessary to explore the subjective meanings motivating 
the actions of social actors in order for the researcher to be able to understand these actions” 
(Saunders et al, 2007, p108). Reality is considered to be socially constructed and different social 
actors place different interpretations on situations, which in turn affects their actions. Therefore, 
the researcher should understand each individual social reality to generate meaningful hypotheses. 
 
 Pragmatism 
According to Saunders et al (2007, p110), “pragmatism argues that the most important 
determinant of the research philosophy adopted is the research question – one approach [ontology 
approaches or epistemology approaches] may be better than the other for answering particular 
questions”. The pragmatist argues that it is possible to use both philosophies when conducting 
research.  
 
3.2.3 Axiology 
Axiology studies “judgements about value” (Saunders et al, 2007, p110; Collis and Hussey, 2003).  
Heron (1996) implies that researchers demonstrate axiological skill by being able to articulate their 
values as a basis for making judgements about what research they are conducting and how they go 
about doing it.  
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3.3 ACTION RESEARCH 
The term Action Research was introduced by Kurt Lewin in 1946 to denote a pioneering approach 
towards social research which combined generation of theory with changing the social system 
through the research acting on the social system. Ever since then, when the term first appeared in 
the social science literature, Action Research has meant different things to different people. 
Sommer (1987) reports that whereas most authors credit Lewin (1946) for originating the action 
research approach, others have suggested that Collier (1945, Lippett and Radke (1946) and Corey 
(1953) also deserve credit for independently developing the approach. This disparity is mainly due 
to the parallel but independent development in Britain during the same years Lewin was 
formulating his ideas in the USA.   
 
Action Research for Lewin meant Action on a realistic level, always followed by a self-critical, 
objective evaluation of results, with an aim of “no action without research; no research without 
action” (Marrow 1969, p193). Action Research emphasises the actual use of and dissemination of 
research products. Unlike academic research, Action Research builds utilisation strategies into the 
overall research design (Ketterer et al, 1980). Gavin (1985) sees Action Research as providing a 
client with a continuous diagnostic and self-monitoring process so that the objectives are not 
specific change per se, but rather the assimilation of the diagnosis and self-monitoring process into 
the routing operations of the system. 
 
Sanford (1970) views Action Research as problem centred research that bridges the gulf between 
theory and practice. Palmer and Jacobson (1970) view the approach as a way of using research to 
further social action in which people can be organised around tasks of defining problems and 
finding facts in such a way that the research itself becomes a form of empowerment and action. 
 
Saunders et al (2007) suggest that there are three common themes in the literature which states that 
Action Research: 
 
 Focuses on and emphasises the purpose of research, in this case the management of change 
within the organisation 
 Relates to the involvement in practitioners in the research – there needs to be close collaboration 
between practitioners and researchers. Research academics, senior managers for the 
organisation and participants have worked together. 
 The implications go beyond the current research; that is they are forward thinking. 
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It is suggested (Coghlan & Brannick, 2001) that Action Research is appropriate when the research 
question relates to describing an unfolding series of actions over time in a given group, community 
or organisation; understanding as a member of a group how and why action can change or improve 
the working of some aspects of a system; and understanding the process of change or improvement 
in order to learn from it.  The distinctiveness of Action Research is its iterative cycle of problem 
identification, diagnosis, planning, intervention and evaluation of the results of action in order to 
learn and plan subsequent interventions (Checkland, 1991; Dickens and Watkins, 1999). Indeed 
Action Research utilises the principles of cybernetics in its design and is considered an important 
approach to research in the field of business and management, particularly given its declared aim 
of serving both the practical concerns of managers and simultaneously generalising and adding to 
theory.   Researchers using this approach wish to do immediately useful work and at the same time 
to stand back from the specific, so that their research may be more widely utilised (Gill & Johnson 
2002). 
 
Action Research may be implemented through the involvement of external researchers “with 
members over a matter which is of genuine concern to them” (Eden and Huxham 1996, p75) 
within a mutually accepted ethical framework. A dialogical view of Action Research, where 
researchers and organisational members are treated as equally knowing participants where we see 
how Action Research may be a kind of science with a different epistemology which produces a 
different kind of knowledge of use to the particular organisation, in the course of which its 
members are developed to solve their future problems in a more democratic manner (Gill & 
Johnson 2002). According to Zuber-Skeritt (1995) it is normal for the action researcher to be part 
of the organisation in which the changes take place. When researchers inquire into what is going 
on within an organisational setting, they show people their train of thought and put forward 
hypotheses to be tested, they are generating data.  In programmes that work from an action 
research approach, it is critical that explicit training and education be provided to enable action 
researchers to develop key interpersonal inquiry and helping skills (Coughlan & Coughlan 2002).  
Therefore in order to develop a model for participatory action planning, where it is anticipated that 
the participants themselves will act as researchers, there should be a clear set of guidelines to assist 
the enquirers in examining their current organisational position and generate space for creativity to 
break through and challenge the norm.  
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3.3.1 Principles of Action Research 
What gives Action Research its unique flavour is the set of principles that guide the research.  
Winter (1989) proposes a comprehensive overview of six key principles.  
   
 Reflexive Critique 
An account of a situation, such as notes, transcripts or official documents, will make implicit 
claims to be authoritative, i.e., it implies that it is factual and true.  Truth in a social setting, 
however, is relative to the teller.  The principle of reflective critique ensures people reflect on 
issues and processes and make explicit the interpretations, biases, assumptions and concerns upon 
which judgments are made.  In this way, practical accounts can give rise to theoretical 
considerations. 
  
 Dialectical Critique 
Reality, particularly social reality, is consensually validated, which is to say it is shared through 
language.  Phenomena are conceptualized in dialogue, therefore a dialectical critique is required to 
understand the set of relationships both between the phenomenon and its context, and between the 
elements constituting the phenomenon.  The key elements to focus attention on are those 
constituent elements that are unstable, or in opposition to one another.  These are the ones that are 
most likely to create changes. 
  
 Collaborative Resource 
Participants in an Action Research project are co-researchers.  The principle of collaborative 
resource presupposes that each person’s ideas are equally significant as potential resources for 
creating interpretive categories of analysis, negotiated among the participants.  It strives to avoid 
the skewing of credibility stemming from the prior status of an idea-holder.  It especially makes 
possible the insights gleaned from noting the contradictions both between many viewpoints and 
within a single viewpoint 
  
 Risk 
The change process potentially threatens all previously established ways of doing things, thus 
creating psychic fears among the practitioners.  One of the more prominent fears comes from the 
risk to ego stemming from open discussion of one’s interpretations, ideas, and judgments.  
Initiators of action research will use this principle to allay others’ fears and invite participation by 
pointing out that they, too, will be subject to the same process, and that whatever the outcome, 
learning will take place. 
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 Plural Structure 
 The nature of the research embodies a multiplicity of views, commentaries and critiques, leading 
to multiple possible actions and interpretations.  This plural structure of inquiry requires a plural 
text for reporting.  This means that there will be many accounts made explicit, with commentaries 
on their contradictions, and a range of options for action presented.  A report, therefore, acts as a 
support for on-going discussion among collaborators, rather than a final conclusion of fact. 
  
 Theory, Practice, Transformation 
For Action Researchers, theory informs practice, practice refines theory, in a continuous 
transformation.  In any setting, people’s actions are based on implicitly held assumptions, theories 
and hypotheses, and with every observed result, theoretical knowledge is enhanced.  The two are 
intertwined aspects of a single change process.  It is up to the researchers to make explicit the 
theoretical justifications for the actions, and to question the basis of those justifications.  The 
ensuing practical applications that follow are subjected to further analysis, in a transformative 
cycle that continuously alternates emphasis between theory and practice. 
  
Through a twenty five year programme of research at Lancaster University, Checkland and Howell 
(1997) evolved Soft Systems Methodology (SSM). They particularly presented the key elements 
of any research through Figure 11. 
 
 
Figure 11: Elements Relevant to any Piece of Research (Source: Checkland and Howell, 1997, p13) 
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Particular linked ideas F are used in a methodology M to investigate an area of interest A.  Using 
the methodology may then teach us not only about A but also the adequacy of F and M.  The 
change to or modification of F, M and A has to be expected in action research. The susceptibility 
to change F, M and A in research in which the researcher becomes involved in the flux of real-
world situations leads to a most important principle in action research. 
 
In keeping with our intellectual bearings in a changing situation in which the adequacy of F and M 
and appropriateness of A are likely to be tested, it is essential to declare in advance the elements F, 
M and A in Figure 10. This is the intellectual structure which will lead to findings and research 
lessons being recognised as such. Without that declaration, it is difficult to see how the outcome of 
action research can be more than anecdotal. It is therefore essential to define the epistemology in 
terms of what counts as knowledge from the research will be expressed. It is often the neglect of 
this principle which leaves action research vulnerable to criticism from other research disciplines. 
 
In constructing another ideal type model of research, modified from the hypothesis-testing 
research process, to cover Action Research, we have to accept that the researcher will deal not in 
hypothesis testing but in research themes within which lessons can be sought. The researcher 
interested in particular themes, declaring F and M (from Figure 10) then enters the social practice 
of a real world situation in which the themes are relevant and becomes involved as both participant 
and researcher.  It will be necessary to think about that dual role and to negotiate carefully entry 
into the situation and their role in relation to that of the participants. Work to effect change and 
improvement can then ensue, with the researcher, however their role is defined, also committed to 
continuous reflection in the collaborative involvement and its outcomes. This will entail trying to 
make sense of the unfolding experience using the declared F and M which allows this to be done 
coherently. Since real-world situations continuously evolve, the researcher may negotiate an exit 
from the situation and tease out the serious lessons learnt. Checkland and Howell (1997) illustrate 
the process as defined in Figure 12, which implies a process of action research which covers 
entering a problem situation declaring the epistemology in terms of which what counts as learning 
will be recognised, taking part in the change process, reflecting upon the experience, and recording 
the learning. 
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Figure 12: The Cycle of Action Research in Human Situations (Source: Checkland and Howell, 1997, p16) 
 
3.3.2 Participatory Action Research 
The main focus of Participatory Action Research is that it upends power relations by using those 
with least power to solve problems in the local situational context (Somekh, 2006; Ger, 1997). 
This democratic approach (Reason and Bradbury, 2001) facilitates social action (Fals-Borda and 
Rahman, 1991; McNiff and Whitehead, 2006; Somekh, 2006); action that is able to continuously 
evolve due to research participants being given a voice (Gaventa and Cornwall, 2001; Herr and 
Anderson, 2005), and thus being the locus of change (Ozanne and Saatcioglu, 2008).  In this way, 
Participatory Action Research helps people (Murray and Ozanne, 1991; Ozanne and Saatcioglu, 
2008) to change their behaviours (Ozanne and Saatcioglu, 2008) through empowerment, so more 
than just the local social context is affected (Ger, 1997; Reason and Bradbury, 2001). When this 
occurs, there is the potential to build theories at the same time as solving problems (Brinberg and 
Hirschman, 1986). Taking stock of participants’ ideas and views is the starting point for the 
transformation process (Somekh, 2006). Coupled with the development of new skills and 
capacities on a human level (Ger, 1997), the ideology of Participatory Action Research can be 
successfully realised.  
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According to Greenwood (1993 p175) “Participatory Action Research is a form of Action 
Research in which professional social researchers operate as full collaborators with members of 
organisations in studying and transforming those organisations. It is an on-going organizational 
learning process, a research approach that emphasises co-learning, participation and organizational 
transformation”.  Committed to achieving goals and making assumptions related to micro- and 
macro-structures (Ozanne and Saatcioglu, 2008), Participatory Action Research involves 
participants in every stage of the research process. Utilising insider knowledge (critiquing local 
practices etc.) and developing trusting relationships (Arnould and Wallendorf, 1994) ensures that 
Participatory Action Research is truly a collaborative process (Reason and Bradbury, 2001). 
However, biases associated with insider knowledge may first be removed (Ozanne and Saatcioglu, 
2008, and Chambers, 1983, point out that Participatory Action Research practitioners do this by 
integrating academic theory with local expertise and knowledge). Ensuring that this takes place in 
an environment that does not constrain participant awareness and potential (see Fals-Borda, 2001), 
maybe utilising cross-disciplinary teams and a cyclical process of reflection and action (Murray 
and Ozanne, 1991), means that local investment in the application of research findings is likely to 
take place (Reason and Bradbury, 2001) and research goals can be achieved. Inevitably, 
Participatory Action Research is a flexible and responsive process (Selener, 1997). However, there 
are criticisms of Participatory Action Research. Mohan and Stoke (2000) imply that Participatory 
Action Research may ignore power relations whilst Ozanne and Saatciogly (2008) highlight that 
participation is never politically neutral and organisational goals become the focus of the research.  
 
The key components of Participatory Action Research include: 
 a focus on change – commitment to participate with people to improve and understand the 
world by changing it (McIntyre, 2008) although there are differences between researchers as 
to the scale of that change and the degree to which it is focused on promoting democracy 
and reducing inequality; 
 context-specific – it is generally targeted around the needs of a particular group although this 
can vary in size from small teams to projects encompassing entire communities; 
 emphasis on collaboration – researchers and participants working together to examine a 
problematic situation or action to change it for the better, although there are differences in 
opinion as to how much collaboration is possible or necessary; 
 a cyclical process – an iterative cycle of research, action and reflection (Kindon et al, 2006) 
underpins the research process although it is not always clear how this happens in practice; 
 participants are competent and reflexive and capable of participating in the entire research 
process although researchers may adopt different standards as to the level of participation 
that qualifies as Participatory Action Research; 
 knowledge is generated through participants’ collective efforts and actions; 
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 liberator – Participatory Action Research seeks to liberate participants to have a greater 
awareness of their situation in order to take action, although for some researchers the 
emphasis on liberation will be tempered; 
 Participatory Action Research is not just another method – more an orientation to inquiry – 
this means that many different methods are possible (quantitative and qualitative); 
 success is some personal or collective change – for some researchers it “depends on the 
credibility/validity of knowledge derived from the process according to whether the 
resulting action solves problems for the people involved and increases community self-
determination” (Kindon et al, 2007 p14) but for others the emphasis is on developing 
theories and practices that can be shared. 
 
In short there is a subtle but yet distinctive difference between Action Research with Participation 
and Participative Action Research. Both approaches maintain that participation is paramount to 
success and therefore the involvement of participants is a given, however, the semantic of how to 
involve both the Researcher and the Participant within each offers the distinction between the 
two.  
 
In typical Action Research interventions the framework for change adopts a participative stance, 
ensuring that those who are affected by change are involved in exploring their situation, 
understanding their situation and identifying steps to improve their situation. In this context the 
researcher designs the intervention framework and observes both how the intervention process 
stands up whilst also examining the specific outcomes achieved. The Researcher does not directly 
participate (but may choose to do so) in the research intervention. Conversely, within Participatory 
Action Research, the Researcher engages directly with members of the organisation to study and 
transform the situations being explored and the participants. The participants not only engage in 
the process of transformation but also have a direct stake in the design of the transformation 
process.  
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3.4 THE RESEARCH DESIGN 
It was stated in Chapter 1 that the author had been able to design a number of change interventions 
which ran over a substantial time period. Each of these discrete Interventions engaged a number of 
participants in the change process.  
 
Organisations over time have to change or transform in order to survive. As people are a 
fundamental part of our organisations it is therefore imperative that they understand the 
organisational need to change and adapt and therefore transform their individual or group 
behaviours to synthesise with the organisations need. 
 
Interventions following an Action Research stance are intended to engage key stakeholders into a 
change process. The intervention should collectively allow the participants to appreciate the need 
for change i.e. the drivers for change that may be influenced by the organisational and 
environmental factors, and enable them to design the adaptive processes and behaviours needed 
for survival. The design of the intervention therefore needs to take into account these fundamental 
elements: 
 
 To present the purpose of the intervention  
 To present the environment forces which make the change legitimate – a shared mental model 
 To engage stakeholders in creating a shared vision of the future state the organisation needs to 
take  
 To engage stakeholders in designing the transformation process to take the organisation from its 
existing to future state  
 To develop an action plan for the transformation  process 
 
As shown in Figure 13, the researcher adopts a meta-systemic stance to the research intervention. 
The Participatory Intervention Framework (methodology) is designed by the researcher to allow 
participants to explore their situational context and identify action that will improve their situation. 
The researcher may engage directly by facilitating the Intervention however it is in the role of the 
researcher to also evaluate the process as well as the outcome from the intervention. 
Research Method & Design 
 87 
 
Figure 13: Research Stance  
 
 
3.4.1 The Participatory Intervention Framework 
A conceptual model of the Participatory Intervention Framework (Intervention Methodology) 
adopted for this research is presented in Figure 14 where a) represents the organisational situation, 
b) the intervention and c) the management of the intervention. The model is cybernetic in nature 
with regulatory features of feedback and control to ensure the effective design and management of 
the proposed Intervention. This basic Model will be adopted within this research study and 
developed in an evolutionary manner as the research outcomes are explored. 
 
 
Figure 14: Basic Model of the Participatory Intervention Framework 
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3.4.2 Structure 
Using the principles of Managerial Cybernetics and the key systems of the Viable Systems Model 
can we design a process for Participatory Intervention? Beckford (1995) proposed a participative 
methodology for organisational development using the principles of managerial cybernetics, 
namely the viable systems model (VSM) after identifying a gap in the literature for such an 
approach, however, little further research has emerged from this work.  There is little if any 
research that has adopted an Action Research approach focusing on organisational cybernetics and 
engages participants in the change process. 
 
The design of the Action Research Intervention will be influenced by the situation in focus and 
will be designed with action to improve the situation in mind (purpose). Intervention management 
is critical as a monitoring process to ensure, while the Intervention is taking place, that the process 
is achieving the desired outcome. It will need to allow adjustments to be made in real time for 
optimum effect. As stated the functions of the VSM include: operations, co-ordination, audit, 
management, intelligence and policy. Therefore is it possible within this research to utilise these 
basic functions to design the overarching model for Participatory Action Planning Interventions 
(Figure 15). 
 
 
Figure 15: Overarching Management Structure for Participatory Action Planning Interventions 
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System 5 (S5):  Policy – the process of defining the rule set which allows the Intervention to take place 
System 4 (S4):  Intelligence – gathering data to inform the Intervention from both internal and external 
sources. 
System 3* (S3*):  Auditing – measuring output (desired v’s actual) 
System 3 (S3):  Management – ensuring Operations are effective and that realistic measures are set 
System 2  (S2): Co-ordination, - the process of co-ordinate the activities of the Systems 1 
(Interventions) 
System 1 (S1):  Operations or implementation units where the Intervention is affected 
 
By embedding Figure 13 within Figure 14 we demonstrate how the VSM forms part of the design 
for the Participatory Intervention Model (Figure 16). 
 
 
Figure 16: Embedded VSM Functions of the Participatory Intervention Framework 
 
 
The Intervention (b) is the S1 of the VSM model, with the S2 and S3* functions being those that 
regulate the management of the process.  The Intervention Management function (c) has to be 
designed so that this is embedded within the S5, S4 and S3 functions of the model. 
 
The basic principles of an action research study are to design the research intervention, conduct the 
study and review the outcomes. In reflecting on the outcome, the research design will be reviewed 
and refined. This is an iterative process and one which will be adopted within this research. 
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3.4.3 Participation 
Key to the success of the Participatory Intervention Framework is indeed the ability to involve 
those affected by change, into the actual process for change. Where possible the key stakeholders 
are identified and a method to allow them to engage or participate through consultation and 
conversation is established.  
 
The use of creativity techniques is examined to help the engagement process and allow 
conversations to develop to inform the situational context. 
 
3.5 JUSTIFICATION OF RESEARCH APPROACH 
The Research Journey (Figure 17) as presented in Chapter 1 outlined a number of Interventions 
that informed the Research. 
 
Figure 17: The Research Journey 
 
Adopting an evolutionary approach and drawing on the literature examined in Chapter 3, each 
Intervention in turn follows an Action Research stance in that actions taken in the real world 
situation will be examined.  The Participatory Intervention Framework is adopted within each 
situational context at differing levels of complexity. The Participatory Intervention Framework 
adopts an Action Research perspective underpinned by Organisational Cybernetics.  
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Interventions A and B are single Participatory Events designed using the Participatory Intervention 
Framework. The Interventions examine the utilisation of creativity techniques as a means to 
explore the situational context so that greater insights can be gained by participants (actors) in 
designing the future organisational state.  
 
During Intervention C the Action Event known as a Challenge Event is adopted by the situational 
organisation as a means of engaging stakeholder participation, as a front end technique for a 
number of change initiatives. The Participatory Intervention Framework acts at two levels, firstly 
as a vehicle for designing and managing the Challenge Event and more importantly as a process 
for managing multiple on-going change interventions within the organisation. The Participatory 
Intervention Framework is left as a legacy within the organisation as an embedded and sustainable 
participatory change framework. 
 
In Intervention D, the Participatory Intervention Framework is tested as a means of auditing an 
existing Change Model that has been successfully deployed within an organisation. The 
Framework provides insights to improve the existing model which is presented to the change 
organisation.  Furthermore the Participatory Intervention Framework is used by the author to 
design a change initiative involving multiple organisations and multiple change projects. The 
adoption of coaching within the Framework is examined whilst maintaining creativity and the 
stakeholder participatory elements.  
 
Finally Intervention E utilises the Participatory Intervention Framework for the design of a Rapid 
Change initiative involving multiple organisations (from a variety of industrial sectors and of 
various size) to engage stakeholders in the deployment of multiple change projects. Again the 
Framework supports the management and control of the Change Initiative whilst allowing 
flexibility in the use of creativity, coaching and participation.  
 
Within each discrete intervention a number of methods were adopted to capture and analyse 
results. These methods are presented explicitly in subsequent Chapters of this research.  
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3.6 SUMMARY 
This chapter has presented paradigms typically adopted to undertake the research investigations. In 
particular Action Research (with participation and Participatory Action Research) were examined 
and highlighted as an appropriate approach to the design of this study. This review has led to the 
development and presentation of the Participatory Intervention Framework which adopts an 
Action Research stance but is underpinned by Cybernetic principles which allow for effective 
organisation and review of findings within the study.  
 
The application, testing and refinement of the Participatory Intervention Model within a number of 
research situations will be presented in Chapters 4, 5 and 6.   
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4 RESEARCH INTERVENTIONS – PHASE ONE 
4.1 INTRODUCTION 
This chapter outlines the initial developments that informed the advancement of the research. The 
interest in participatory approaches to change stemmed from a number of initial interventions that 
the Researcher developed as part of work conducted with client organisations. In this chapter, 
three research situations are presented, outlining the development of the Participatory Intervention 
Framework. Each research intervention is described in detail with summaries of lessons learned 
highlighted.  
 
The situational interventions are presented in chronological order, as shown in Table 4. In turn, the 
interventions aim to explore different research angles so that the engagements, experiences and 
learning from the interventions could be used to inform the on-going development of a 
Participatory Intervention Framework and the research.  
 
 Table 4: Initial Research Interventions 
Finally reflections on the application of theory in practice are made which further develop the 
Participatory Intervention Framework that emerged from the research. 
Intervention Situational 
Context 
Purpose Date No of 
Delegates 
Research Angle 
1 Situation A Strategy 
Development and 
Culture Change 
Feb 02 11 Development of a workable 
workshop format using tools to assist 
in creative thinking 
2 Situation B Strategy 
Development and 
Culture Change 
June 02 48 Extend number of participants to test 
the workshop format with larger 
numbers 
3 Situation C – 
Department A 
Debt Recovery 
Process 
Improvement and 
Culture Change 
May 04 35 Use of framework within larger 
organisational context. Test 
acceptance of method in an 
organisation who have existing 
change processes 
4 Situation C – 
Department B 
Repairs Process 
Improvement and 
Culture Change 
June 04 85 Involvement of greater numbers of 
external stakeholders in the change 
process and to enhance real time 
reporting mechanisms within the 
method 
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4.2 RESEARCH INTERVENTION: SITUATION A 
Situation A involved a small plastic extrusion manufacturing company based in the North West of 
England.  At the time of the intervention the company employed 24 staff and had a turnover of 
£1.7M. The company had recently gone through an employee buyout and the newly formed 
management team was struggling to manage information flows efficiently and effectively at both 
operational and strategic levels.  
 
The company was working in partnership with Liverpool John Moores University on a significant 
change project. This partnership, funded by the Department of Trade and Industry (DTI) through a 
vehicle called Knowledge Transfer Partnerships (KTP), involved the analysis, design and 
implementation of information systems to support operational and management processes and aid 
decision making. The Researcher was the Lead Academic Supervisor for the Partnership and 
developed the funding application and programme outline which was approved via the KTP 
Board. The Partnership ran over a two-year period from 2001 to 2003. 
 
The Partnership was made up of a number of phases including a full business analysis, a strategic 
review, business process reengineering of key processes, and information systems analysis design, 
development and implementation to support the redesigned processes and core business systems. 
The first phase included an organisational audit using the Viable Systems Model to assist the 
Business Analyst to fully understand the organisational structures and determine critical 
information and communication channels. The Researcher acted in a supervisory role to the 
Business Analyst offering support and direction using a coaching model to ensure the on-going 
success of the Partnership. An output from Phase 1 was a diagnostic report, delivered to the 
management team that highlighted the key issues which needed to be addressed. 
 
An early win for the Partnership was the development of the automated costing model in the form 
of an information system that would be used to support sales quotations. Initially the company did 
not have a realistic model of how much it cost to produce products and was often making a loss on 
substantial orders. Following the implementation of the quotation system and the training of staff, 
there was a realisation by the Analyst and Researcher that there was a significant mismatch 
between the perspectives of the management team. This was mainly driven by the fact that the 
team had not been able to transform their thinking from an operational level to a more strategic 
and managerial perspective. Many of the management team were also limited in their knowledge 
of the industry they operated in and were happy to revert to more operational problem solving than 
in driving forward their company.  
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When the Business Analyst discussed these issues with the management team it was clear that the 
team was struggling to communicate either their individual needs or the corporate strategy. The 
other concern that emerged was that the MD had a very autocratic management style and often did 
not involve the other managers in either the strategic or the operational decision making processes. 
A final factor for consideration was the lack of management experience by some of the team, 
especially at a strategic level; they often resisted getting involved at this level wherever possible. 
 
In order to ensure the success of the wider systems implementation project and after consultation 
with the MD it was decided to hold a management away day or Intervention Workshop to assist 
with the communication and visioning of the overall IS project. This would assist the management 
team to appreciate where the systems supported both the operational running of the business and 
the longer term strategy for growth. It would also allow the management team to engage in the 
design process for the systems which would be developed and allow the team to present their 
individual requirements. 
 
4.2.1 The Design of the Participatory Intervention  
Figure 18 represents the basic Framework for Participatory Intervention used within Situation A. 
  
 
Figure 18: Framework for Participatory Intervention for Situation A 
 
Here the situation, depicted by a) is presented and the Intervention Workshop represented at b). 
The design and management of the Intervention Workshop is represented by c). The specific detail 
of the Intervention for Situation A is now described. 
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 Purpose 
The Researcher worked with the Business Analyst and the MD to design the intervention 
workshop. The first task was to clarify and agree the purpose of the event.  After some discussion 
the following aims were agreed: 
 
 To communicate a clear picture of the two year change project and development of IS  
 To share perspectives of the company image 
 To assess the culture of the organisation 
 To evaluate perspectives relating to the growth strategy of the business 
 To get the backing for the implementation of operational processes to capture data that would 
feed into the information systems from the management team 
 To identify functional high level information needs of the management team 
 To have fun 
 
Due to the busy nature of the company and the uncertainty of the management team, a one day 
event was considered to be the most appropriate approach. This meant that the Researcher had to 
create a framework for the intervention that would meet the aims set by the stakeholders. 
 
 Where 
It was decided that the event would take place off site so that there would be no disturbances for 
the participants. The Researcher utilised the facilities of the university as this was deemed to be an 
appropriate setting.  
 
 When 
The event was scheduled for a date six weeks hence in order to ensure facilities were available, 
catering services could be secured and importantly so that the participants could be invited and 
rearrange any prior bookings in their diaries.  
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 Who 
An initial stakeholder analysis was undertaken to identify who should attend the away day. Based 
on the purpose of the intervention the decision was taken to invite only key stakeholders mainly 
the management team, the Business Analyst and key supervisory staff within the company. It was 
also decided to limit the attendance and exclude the MD from part of the event to allow the 
participants to discuss freely their thoughts and observations. This was a mutual decision by the 
MD, the Business Analyst and the Researcher. A total of 12 participants were identified to attend 
the event which would be facilitated by the Researcher and a second assistant facilitator.  
 
It was important that the MD highlighted his support for the intervention and therefore he prepared 
an invitation which was circulated to the team and raised in meetings where opportunity arose. 
Both the MD and the Business Analyst discussed the meeting with the team to ensure they were 
available to attend. 
  
 How 
The Intervention Workshop (as depicted as b) in Figure 15) was designed using the following 
format: 
 
 Welcome and Introductions  
 The KTP Project – achievements to date and the challenges ahead 
 Activity A – Metaphor (sharing perspectives)  
 Feedback from Activity A 
 Break 
 Activity B – Culture Web (internal challenges) 
 Feedback from Activity B 
 Lunch 
 Activity C – Information Flows  
 Activity D – Affinity Analysis - 
 Feedback from Activity D 
 Review 
 
It was important to utilise creativity techniques to allow the participants to share their perceptions 
in an environment which was not threatening. Table 5 describes how the individual activities meet 
the aims of the intervention workshop and outlines the creativity techniques adopted. 
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Activity Aim 
Presentations  
Initial Introduction To present the overall aims for the session and present the message to have fun  
KTP review and IS Vision 
- the Business Analysts 
Report on the developing 
IS 
To communicate a clear picture of the two year change project and development 
of IS  
To get the backing for the implementation of operational processes to capture data 
that would feed into the information systems from the management team 
Review To pull together the outputs from the workshop and present next steps for the 
programme 
Creativity Tool  
Metaphor To share perspectives of the company between the participants 
Culture Web  To assess the perceived culture of the organisation  
Information Flow Model To identify functional ‘high level’ information needs of the management team 
(mainly to ensure the requirements specified within the proposed IS covered the 
needs of the user groups) 
Affinity Analysis To evaluate perspectives relating to the growth strategy of the business 
Table 5:  Mapping of Aims to Activity for Company A Intervention Workshop  
 
This outline meets the fundamental principles of Intervention Design as stated previously: 
 
1) To present the purpose of the intervention  
2) To present the environment forces which make the change legitimate – a shared mental model 
3) To engage stakeholders in creating a shared vision of the future state the organisation needs to take  
4) To engage stakeholders in designing the transformation process to take the organisation from its 
existing to future state  
5) To develop an action plan for the transformation  process 
  
Although the event was facilitated by the Researcher, the Business Analyst prepared and presented 
an outline review of the KTP Project to date and an outline of the proposed IS that would be 
developed and implemented within the company. This would set the scene to provide focus and 
purpose for the session and would also provide an opportunity for discussion and debate between 
the participants and would meet the key fundamental principles of Intervention design elements 1) 
and 2). 
 
The use of creativity techniques aimed to engage the participants in activities to stimulate 
discussion and meet the fundamental principles of Intervention design element 3) and 4). Many 
believe managing creativity to be a “delicate and difficult process” (Andriopolous, 2003, p375; see 
also, Ceserani and Greatwood, 1995; Leenders et al., 2009), dealing with many pressures 
(Andriopolous, 2003). The creativity tools deemed most appropriate to achieve the desired 
outcome of the workshop were: metaphors, culture web, information flow models and affinity 
analysis. A summary of rationale for each approach is described in Table 6.  
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Tool Purpose 
Metaphor To investigate participants perspectives of the company image 
Culture Web  To investigate the participants perspectives of the culture of the company 
Information Flow Model To examine current information flows between participants 
Affinity Analysis To identify inhibitors to growth 
Table 6: Creativity Tool Summary for Company A Intervention Workshop  
Many other creativity tools could have been selected from the wealth of tools available in the 
literature however; those selected appeared to enable the desired outcomes for the workshop and 
were also familiar to the author.  
 Resource Requirements 
The resources required for the event are presented in Table 7. 
 
Resource Quantity Purpose 
Name badges 14 One for each participant and each of the facilitators. Having the 
badges would enable the facilitator to personalise dialogue with the 
participants during the event 
Agenda 15 Paper based to be distributed to participants at the event and would 
be reinforced in the PowerPoint presentation 
Hand out 15 To assist the application of the creativity tools 
Flip Chart, paper 
and pens 
1 Feedback session for information flows 
Projector and 
screen 
1 For presentation element 
Lap top computer 
with PowerPoint  
1 For presentation element 
Post it notes 3 packs For affinity analysis and for participant feedback 
Pens 15 For participants to fill out their exercises 
Table 7: Resource Requirements for Company A Intervention Workshop  
 
The event was planned and stakeholders informed. The Researcher prepared the documents 
required for the event including an introductory presentation to outline the schedule, purpose and 
ground rules for the event. The Business Analyst prepared the presentation relating to the KTP 
overview and the IS developments planned for the company. The Researcher identified and briefed 
a second facilitator in preparation for the event. 
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4.2.2 The Intervention Workshop for Situation A 
The Intervention Workshop for Situation A took place as planned on 12
th
 February 2003. Eleven 
of the twelve invited participants attended the session. One invitee was unfortunately ill and could 
not attend. 
 
The event progressed as planned and all attendees appeared to participate fully during the sessions. 
The activities generated the following outputs: 
 
 Outputs from Metaphor Activity 
Participants initially worked individually and then in small groups and shared their perspectives. 
They then came to a consensus for their answers which were shared with the wider group. The 
group responses are depicted in Table 8: 
 
 Team A Team B Team C 
 Analogy Rationale Analogy Rationale Analogy Rationale 
Car Marina Mid-range XR2 Flash no cash Van Workhorse 
Animal Rhino Thick skinned Pussy cat A push over Lemming Follower 
Newspaper Merseymart Free Sun Cheap  Express Easily led 
Country United 
Ireland 
Because of the 
buy out 
Germany Reformed Wales Bit isolated 
Item of 
Clothing 
Overalls Tatty but 
scrubs up well 
Work wear Uniform Jeans Practical  
Life style Stressed Burning the 
midnight 
candle 
Pissed Overpowering 
leader 
Burned out No life 
Age group Teens Just starting 
out 
Teenager Still learning OAP Passed it 
Gender Male Dominant 
workforce 
Male Who we are Male Cant multi task 
Table 8: Team Responses from Metaphor Exercise 
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 Output from Information Flow Activity 
Using key stakeholders within the business as a starting point for the Information Flow Activity 
(Figure 19) represented the perceived high level information flows within the business.   
 
 
 
Figure 19: High Level Information Flows 
 
Further information flow maps were developed but are not presented within this study. These 
outputs were used by the Business Analyst during the design and development in the company IS. 
 
 Output from Affinity Analysis Activity 
The question for the focus of the Affinity Analysis was as follows: 
 
From a Management Perspective what do you consider to be the main ‘inhibitors’ to the future 
growth of the company in the next 18 months? 
 
The results collected via post it notes which were then categorised into themes by the participants. 
These results are summarised in Table 10. 
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4.2.3 Workshop Participant Feedback 
Feedback from participants was sourced via a simple questionnaire distributed at the end of the 
workshop. 
 
The questionnaire included the following questions: 
 
1. Did you find the workshop useful?  
2. What did you learn from attending the workshop? 
3. If we ran a similar session in the future what could we do to improve the session? 
 
All participants completed the questionnaire and the results were analysed. The following insights 
were reported: 
 
All participants stated that they had found the workshop useful with additional comments 
including: 
 
 The event has been an eye opener – I now have an appreciation of the direction of the 
business and why we need IS to support our growth. 
 It was great to share ideas and concerns – we never get a chance to do this sort of thing in the 
business. 
 The creativity tools I found particularly useful – helped us look at things differently 
 I hadn’t realised before today how differently we viewed our business 
 
Following the Intervention the Business Analyst continued with the design and development of 
new IS systems within the organisation.  The Intervention Workshop was indeed only part of a 
wider change initiative however a catalyst in achieving buy-in from key stakeholders. The 
Intervention had enabled the stakeholders to understand the need for change within their situation 
and share perspectives which may have otherwise inhibited progress.  
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4.2.4 Reflections from Intervention 1 
The Researcher used the basic framework for participatory intervention, (Figure 20) to both design 
and deliver the Intervention Workshop which allowed the key stakeholders not only to appreciate 
their situational context but also visualise and buy into the future state of the organisation. The 
Researcher took an Intervention Management c) role to observe the interaction so as to be able to 
review both the process and the outcome of the intervention and therefore improve the design of 
future interventions. 
 
 
 
Figure 20: Basic Framework for Participatory Intervention – Reflections from Situation A 
 
The use of creativity tools (methods) allowed the stakeholders to express their perceptions and 
understanding of their situation in a way which was not threatening and which was also fun. The 
Researcher observed the use of the creative tools in practice to inform the research and develop the 
methodology. Certainly the use of creativity techniques, specifically metaphor engaged the 
participants freely and reinforced the theory of Ford and Ford (1995), Fox & Amichai-Hamburger 
(2001) and Lewis & Seibold (1998) who suggested that metaphor was a useful means of allowing 
for effective communication and emotional expression within the change process. 
 
To review the intervention process we can evaluate whether the aims of the intervention as 
specified by the Sponsor were achieved. Table 11 evaluates the intervention process against the 
intended aims and reviews whether these were achieved and how they could be measured. 
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Intended Aims Achieved 
(Y or N) 
How Achieved How Measured 
 To communicate a clear picture of the two 
year change project and development of IS 
Y Through the Analysts 
presentation 
Discussions during the 
workshop by participants 
 To share perspectives of the company 
image 
Y Metaphor Exercise and 
shared presentations 
Outputs delivered and 
participant discussions  
 To assess the culture of the organisation Y Culture Web Exercise 
and shared 
presentations 
Outputs delivered and 
participant discussions 
 To evaluate perspectives relating to the 
growth strategy of the business 
Y Inhibitor Exercise and 
discussions 
Outputs delivered and 
participant discussions 
 To get the backing for the implementation 
of operational processes to capture data that 
would feed into the information systems 
from the management team 
Y Partly by Information 
Flow Exercise and 
feedback session 
Buy in from participants 
following the session 
 To identify functional ‘high level’ 
information needs of the management team 
Y Information Flow 
Exercise 
Outputs delivered and 
participant discussions 
 To have fun Y Entire workshop Feedback during and 
following the 
intervention workshop 
 
Table 11: Review of Intervention Aims against Achieved Outcomes with Measurements 
 
The intended purpose of the intervention, as specified within the aims and agreed by the key 
sponsor, were critical to the overall design of the participatory intervention and appear to have 
been met.  Indeed aims 1, 2, 3, 4 and 6 could only be achieved by the design of the activities 
within the session. Aim 7 also was an intended outcome of the session in that it was imperative 
that the participants enjoyed the experience.  Aim 5 could only be achieved by participants 
engaging fully in the process and therefore changing their perspectives (world view) of the 
research situation within the wider change initiative for the organisation.  However it is also 
important at this stage to reflect whether the key elements of intervention design were effective. 
Table 12 reflects on the design element for Intervention 1. Data to support this analysis was gained 
through interview with the Business Analyst and Researcher following the Intervention. 
 
Key Elements of Intervention Design Reflection for Intervention 1 
To present the purpose of the intervention  Achieved through the initial presentation 
delivered by the Business Analysis 
(Intervention Sponsor) 
To present the environment forces which 
make the change legitimate – a shared mental 
model 
Achieved through the initial presentation of 
KTP programme delivered by the Business 
Analyst  
To engage stakeholders in creating a shared 
vision of the future state the organisation 
needs to take  
Achieved through the workshop activities 
(Metaphor, Culture Web and Inhibitor) 
To engage stakeholders in designing the 
transformation process to take the organisation 
from its existing to future state  
Achieved through the workshop activity 
(Information Flow) and dialogue 
To develop an action plan for the 
transformation  process 
Not specifically achieved during the 
Intervention Workshop. 
Table 12: Key Reflections from Intervention 1 
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It should be noted that the Intervention Workshop for Situation A was indeed part of a wider 
change initiative. The Intervention was a vehicle to ensure the buy in of those affected by the 
wider change initiative. Participation had allowed the stakeholders to share perspectives and 
appreciate the purpose of the wider change initiative.  
 
The key research learning point was to design an effective process for participation to ensure buy 
in of change which, via feedback from participants and company sponsor, appear to have been 
achieved. However at this stage it was important to test out the Intervention Process and ensure 
that the designed management processes are transferrable and able to withstand a variety of 
contexts. 
 
4.2.5 Research Intervention: Situation B 
Following the success of the Participatory Intervention Workshop at Situation A, it is appropriate 
to test out the design elements of the process within other research contexts to ensure the key 
principles could be transferred to other situations. 
 
The Research Intervention at Situation B involved a chemical supplies and waste disposal 
company based in the North West of England. With a turnover in 2001 of £5m Company B 
employed 65 staff. In 2002 the Company embarked on a change programme that would reengineer 
its key operational and management processes and develop and implement IS to support its 
reengineered processes. This programme involved a Partnership with Liverpool John Moores 
University funded through DTi and Knowledge Transfer Partnerships (KTP). The Researcher was 
the Lead Academic Supervisor for the Partnership and developed the funding application and 
programme outline which was approved via the KTP Board. 
 
The project was made up of five phases, the first of which was to conduct an organisational audit 
using the Viable Systems Model to assist the Business Development Manager to fully understand 
the organisational structures and determine critical information and communication channels. The 
Researcher acted in a supervisory role to the Business Development manager offering support and 
direction using a coaching model to ensure the on-going success of the Partnership. The output 
from Phase 1 of the project was a Diagnostic Report delivered to senior management, highlighting 
the key issues that were to be addressed. The problem owner was the Business Development 
Manager whose role was to improve the business and establish procedures for continuous 
improvement. The company was well established and its autocratic internal culture had developed 
over a number of years.  
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It was imperative early in the project to engage the workforce in change so that the culture of 
continuous improvement could be established.  It was decided to hold an away day, or Intervention 
Workshop, where all staff would be invited to attend and participate.  
 
In this application of the Participatory Intervention Framework the key theme was to ensure buy in 
of stakeholders to a change initiative which would create the processes for continuous 
improvement. The application of the Framework would allow the Researcher to test if the model 
for the Intervention Workshop could accommodate a greater number of participants. In Situation A 
there had been 12 participants (stakeholders) however for Situation B there would four times this 
number with 48 stakeholders taking part. Could the Framework accommodate larger numbers and 
be successful? 
 
4.2.6 The Design of the Away Day Intervention Workshop 
The design of the Intervention Workshop at Situation B relates again to the basic Framework for 
Participatory Intervention (Figure 21). 
 
 
Figure 21: Framework for Participatory Intervention for Situation B 
 
Once again the intervention b) and its design and management c), will create action to enhance the 
learning and overcome resistance to a change initiative which resides in situation a). The 
intervention will allow participants to not only understand their current situational context but 
allow them to visualise and contribute to the future state of their organisational context. The 
specific detail of the Intervention for Situation B will now be detailed. 
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 Purpose 
The Researcher worked with the Business Development Manager and the MD to design the 
intervention workshop. The first task was to clarify and agree the purpose of the event.  After some 
debate the following aims were agreed: 
 
 To communicate the need for change within the business and the philosophy of continuous 
improvement 
 To link the need for change to the business strategy 
 To share stakeholder perspectives of the company 
 To identify barriers which will inhibit the change process 
 To identify actions to overcome inhibitors to change  
 To have fun 
 
 Where 
It was decided that the event would take place off site so that there would be no disturbances for 
the participants. A local hotel, which had previously been used by the company, was booked for 
the event. 
 
 When 
The event was scheduled for a future date to ensure facilities were available, catering services 
could be secured and importantly so that the participants could be invited and rearrange any prior 
bookings in their diaries. 
 
 Who 
All company employees, a total of 65, were invited to the event. The number of participants 
involved in the intervention event was significantly greater than those involved in Situation A, this 
allowed the Researcher to extend the Framework to involve increased numbers of participants 
whilst maintaining a similar result in terms of output and participation during the event and buy in 
to the wider change programme. The MD invited staff to the event to demonstrate senior 
sponsorship to the event and the wider change programme. An email was sent to all staff and the 
event was discussed at the operational management meetings.  
 
Research Interventions –Phase One 
 
110 
 How 
An agenda for the event was prepared as follows: 
 
 Welcome and Introductions 
 Company Strategy Review  
 Overview of the KTP Programme – progress to date and next steps 
 Activity A – Metaphor (sharing internal perspectives) 
 Feedback from Activity A 
 Activity B – Inhibitors to change 
 Feedback from Activity B 
 Lunch 
 Activity C – overcoming blockages 
 Feedback from Activity C 
 Review 
 
Building on the success of Intervention A the use of creativity tools would again help to engage 
the participants in activities to stimulate discussion. An initial introduction from the MD reviewing 
the Company Strategy aimed to remind participants of the strategic plans for the business and 
enhance the message of senior commitment to the KTP project. The creativity tools identified from 
the literature and selected by the Researcher included: metaphors, affinity analysis, and brain 
storming. The rationale for each approach is described in Table 13.   
 
Tool Purpose 
Metaphor To enable participants to share perspectives  
Affinity Analysis  To identify the inhibitors to change 
Brainstorming To capture participant ideas for overcoming barriers to change 
Table 13: Creativity Tool Summary for Company B Intervention Workshop  
The creativity tools were selected as they met the desired outcome required for the Intervention 
Workshop. Table 14 maps the activities to the aims of the intervention workshop. 
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Activity Aim 
Presentations  
Initial Introduction To present the aims of the session   
Company Strategy Review To remind participants of the company strategy that had been presented earlier in 
the year 
To demonstrate senior commitment to the project 
KTP Overview To present the initial findings from the business analysis phase of the KTP project 
and to inform staff of the next steps  
Review To pull together the outputs from the workshop and present next steps for the 
programme 
Creativity Tool  
Metaphor To share perspectives  
Affinity Analysis  To allow participants to view their perceived inhibitors to change  
Brainstorming To generate ideas for overcoming blockages to change 
Table 14: Mapping of Aims to Activity for Company B Intervention Workshop 
 
 Resource Requirements 
The resources required for the event were similar to those adopted within Intervention A however 
quantities were greater due to the numbers attending the particular workshop. The event was 
planned and invitations were sent to all stakeholders. The Researcher prepared the documents 
required for the event including an introductory presentation to outline the schedule, purpose and 
ground rules for the event. The MD prepared the presentation that reinforced the strategic 
objectives for the Company and outlining why it was important to embrace change. The Business 
Analyst prepared a presentation which outlined the work undertaken to date as part of the KTP 
programme and described the programme going forward.   
 
4.2.7 The Intervention Workshop for Situation B 
The Intervention Workshop for Situation B took place as planned on 23rd June 2002, with a total 
of 48 participants attending. A number of key staff remained at the company to ensure a skeleton 
operation could be provided.  
 
The event progressed as planned and to timescale. Unfortunately just following afternoon tea, 
participants were evacuated from the event venue due to a bomb alert. The event was disrupted for 
about an hour and reconvened only to summarise the day and to thank the participants for their 
contributions. Fortunately the event had not been too disrupted and had achieved its aim. 
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4.2.8 Participant Feedback  
Feedback from participants was sourced via a simple questionnaire distributed at the end of the 
workshop. The questionnaire included the following questions: 
 
1. Did you find the workshop useful?  
2. What did you learn from attending the workshop? 
3. If we ran a similar session in the future what could we do to improve the session? 
 
All participants completed the questionnaire and the results were analysed. The following insights 
were reported: 
 
All participants stated that they had found the workshop useful with additional comments 
including: 
 
 It was useful to share our ideas with people we didn’t normally engage with on a day to day 
basis. 
 The event was fun and insightful. 
 I am looking forward to the next stage of implementation. 
 Will be good to work together to achieve our strategy instead of it just happening to us. 
 
Following the intervention the Business Development Manager took away the outputs of the 
activities and used these to ensure the comments and concerns highlighted were addressed. It 
should be recognised that this Intervention was part of a wider change initiative and was an 
attempt to engage the stakeholders in the change process and gain buy in for future action. This is 
evident as the Business Analyst went on to fully implement the wider change programme within 
the organisation. Outcomes from the intervention were used by the Business Development 
Manager to overcome criticisms. For example in an attempt to resolve issues of communication, 
several methods were explored, one of which was a communication board placed in the staff 
canteen, which depicted regular updates and progress reports. This board was owned and updated 
by the participants of the change to maintain motivation and recognise achievement of those taking 
part. The workforce became fully engaged in the programme of continuous improvement, with 
improvement teams formed from cross functional stakeholder volunteers from the company.  
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4.2.9 Reflections from Intervention 2 
Again it is important to reflect on the outcome of the Intervention Workshop within the context of 
the research situation. Within situation B the Framework allowed for the design of the Intervention 
Workshop (Figure 22). 
 
 
Figure 22: Framework for Participatory Intervention – Reflections from Situation B 
 
The workshop allowed the participants to share their perspectives of their current situational 
context a) and allowed for the communication of the vision for the future state of the situation to 
be presented. Once again the use of creativity techniques allowed this sharing of perspectives to be 
effective and non-threatening. They also allowed participants to raise concerns about the future 
state which could be acted upon and managed through the change programme. 
 
It is also important to review the outcomes against the original aims of the intervention. Table 18 
evaluates the intervention process against the intended aims (as defined by the Sponsor) and 
reviews whether these were achieved and how they were measured. 
 
Intended Aims Achieved 
(Yes or No) 
How Achieved How Measured 
1. To communicate the need for change 
within the business and the philosophy of 
continuous improvement 
Y Through the MD and 
Analysts presentations 
Discussions during the 
workshop by 
participants 
2. To link the need for change to the business 
strategy 
Y Through the Analysts 
presentation 
Discussions during the 
workshop by 
participants 
3. To share stakeholder perspectives of the 
company 
Y Metaphor Exercise 
and shared 
presentations  
Outputs delivered and 
participant discussions 
4. To identify barriers which will inhibit the 
change process 
Y Inhibitor Exercise and 
discussions 
Outputs delivered and 
participant discussions 
5. To identify actions to overcome inhibitors 
to change  
Y Action plan Outputs delivered and 
participant discussions 
6. To have fun Y Entire workshop  Feedback during and 
following the 
intervention workshop 
Table 18: Review of Intervention Aims against Achieved Outcomes with Measurements 
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The intended purpose of the intervention, as specified within the aims and agreed by the key 
sponsor, was critical to the overall design of the Participatory Intervention.   However it is also 
important at this stage to reflect whether the key elements of Intervention Design were effective. 
Table 19 reflects on the design element for Intervention 2. Data to support this analysis was gained 
through interview with the Business Analyst and Researcher following the Intervention. 
 
Key Elements of Intervention Design Reflection for Intervention 2 
To present the purpose of the intervention  Achieved through the initial presentation 
delivered by the MD (Intervention Sponsors) 
To present the environment forces which 
make the change legitimate – a shared 
mental model 
Achieved through the initial presentation of KTP 
programme delivered by the Business Analyst  
To engage stakeholders in creating a shared 
vision of the future state the organisation 
needs to take  
Achieved through the initial presentation of KTP 
programme delivered by the Business Analyst and 
through on-going dialogue throughout the 
workshop 
To engage stakeholders in designing the 
transformation process to take the 
organisation from its existing to future state  
Achieved through the workshop activities 
(Metaphor and Inhibitor) and on-going dialogue 
To develop an action plan for the 
transformation  process 
Achieved through the Overcoming Barriers 
Activity and the wider KTP programme 
Table 19: Reflections from Intervention Design for Intervention 2 
 
It is again noted that the Intervention Workshop for Situation B was indeed part of a wider change 
initiative. The Intervention was a vehicle to ensure the buy in of those affected by the wider 
change initiative.  
 
The key purpose of the Intervention was to design an effective process for participation to ensure 
buy in of change. The Researcher had taken lessons learned from the Intervention at Situation A to 
design the Intervention at Situation B (see 4.2.4). This implies that the Intervention Design could 
be utilised within other research situations. Within Situation B there had been far more participants 
than had taken part in Situation A. This implies that the Framework does not appear to be 
restrictive of the numbers of participants that it could support. 
 
As a learning point from the research so far it is important to recognise that the design of the 
intervention relates directly to the situation being addressed. In both Interventions the intended 
purpose was to enable stakeholders to participate in a workshop which would allow them to 
perceive their own situation and the need for change more appropriately and therefore buy in to the 
wider change initiative.  The participatory and creative elements built into the intervention design 
had been beneficial to the on-going success of the wider change initiative.  
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The creativity techniques used in each Intervention were chosen for the specific context. In both 
cases the use of Metaphor had enabled participants to feely express their views without feeling 
threatened. In Situation A, Culture Web and Information Flow Analysis provided insight and 
factual information to help create a shared understanding and finally an Affinity Analysis allowed 
the participants to explore ways forward that led to the development of Action Plans and 
volunteers who went on to implement the actions suggested. In Situation B, the Affinity Analysis 
helped to identify inhibitors to change which were then discussed during the Brainstorm Activity. 
Again the use and combination of techniques enhanced buy in as volunteers came forward 
following the Intervention to participate in the wider change initiative. 
 
Although the Intervention Workshop at Situation B was interrupted by a disturbance it was felt 
that overall the Intervention had been a success. Indeed participants were evacuated to the café of 
a local retail outlet where the discussion continued. 
 
The Participatory Intervention Workshops were developing and although tested in two situational 
contexts needed to be further developed more formally into a Participatory Intervention 
Framework that will adopt the Intervention Workshop as part of the process. The next Research 
Situation will continue to explore how the Framework may be further.  
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4.3 COMBINED REFLECTION FROM PARTICIPATIVE INTERVENTIONS 1 & 2 
The development of the Participatory Intervention Workshops that took place within Situations A 
and B have enabled the Researcher to test out the design and management of Participatory 
Interventions in two distinctive contexts. Although discrete in nature, the Interventions provided a 
catalyst for creating shared understanding and participation in wider change initiatives within each 
organisational context. In both cases, a similar Intervention Process was involved which may well 
be replicated in other situational settings. Key themes emerging from the design include: 
 
 Meticulous planning of the Intervention is critical to success  
 Involvement of senior sponsors ensures legitimacy of the Intervention 
 Creativity techniques provide a vehicle to involve stakeholders and allow them to engage openly 
in discussion, challenge their situation and contribute to change initiative 
 The Intervention Process has proved successful in the buy in of wider change within the 
organisation 
 
The write up of each Intervention has allowed the detailed approach to be presented which may be 
adopted by others or replicated by the participating organisations at a future date if such an 
approach was necessary.  
 
In Situation B the number of participant was four times that involved in Situation A. This suggests 
that the workshop was not restricted by numbers of participants as is the case in other change 
interventions such as Team Syntegrity.  Although the Participative Intervention Workshop has 
been tested in two separate situations, both were within small company contexts.  
 
For the purposes of Interventions so far the creativity techniques chosen were in the main done so 
by the Researcher and approved with the Project Sponsor. However, it will be interesting to 
explore if the choice of techniques can be designed into the framework to allow participants more 
engagement. 
 
In research situation C, the author will explore whether the intervention workshop can be used in a 
large company situation.  
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4.4 RESEARCH INTERVENTIONS: SITUATION C 
This section describes a number of Interventions that took place within Situation C and which 
build on the lessons learned from the Interventions within Situations A and B and further enhanced 
the research. More formally in this Situation the research seeks to test the Participatory 
Intervention Workshop within a large organisational setting and goes on to demonstrate how the 
Participatory Intervention Framework was developed to provide guidelines that would allow 
individuals to design their own interventions within an organisational framework.  
 
Situation C involves a Social Housing Association that has an annual turnover in excess of £45 
million. The company offer 12,000 properties for rent across the North West of England and as a 
Quasi Autonomous Non-Governmental Organisation (QUANGO) are audited by the UK 
Government and therefore provides evidence of its viability on a regular basis to the Housing 
Corporation. The company was formed as a result of a merger between two similar sized housing 
associations in 2001.  As an initial benefit of the merger, the Company had an increased combined 
pool of knowledge and the ability to reduce costs.  However, they were still faced with the need to 
create sustainability within a changing environment and meet the demands of their governing 
bodies. 
 
The Company entered into a Partnership with Liverpool John Moores University (LJMU), through 
a Knowledge Transfer Partnership (KTP), to assist the Company to achieve the benefits outlined 
prior to the merger.  The Partnership aimed to ensure that the Company was able to create an 
effective management structure with back office systems that would facilitate improved 
operational processes.  The Researcher was the Lead Academic Supervisor for the Partnership and 
developed the funding application and programme outline which was approved via the KTP 
Board.  
 
The first phase of the programme of work was to undertake a strategic analysis that would help the 
organisation to understand and diagnose key issues with the post-merger organisation in relation to 
its changing environment.  This was achieved through the application of the Viable Systems 
Model (VSM) and would be followed by an operational business process improvement phase. The 
Researcher acted in a supervisory role to the Business Analyst offering support and direction using 
a coaching model to ensure the on-going success of the Partnership. 
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In recent years the housing sector had experienced pressure from government to increase customer 
satisfaction levels and had been tasked to reach and maintain a desired level of housing provision, 
decent homes, by 2010.  Housing associations had projected costs to enable them to reach this 
standard and concluded that massive investment was required.  In early 2000’s however, the 
government capped rents, which meant that housing associations could only increase their income 
through rents by RPI +/- ½ % per annum. Best Value was a government initiative introduced to 
UK public services in 2000 by the Office of the Deputy Prime Minister (ODPM) in response to 
Prime Minister Tony Blair’s call for world class public services (Institute of Value Management, 
2002). Best Value’s primary impact was upon local authority services such as education, 
emergency services, and local government housing. In taking-up Best Value, organisations are 
asked to review the services provided to customers using the application of four principles of value 
management, known as the four C’s:  
 
Challenge:  why, how and by whom the service is provided. 
 
Compare:  process and performance of others across a range of relevant indicators, services, 
users and potential suppliers. 
 
Consult:  with all stakeholders. 
 
Compete:  the use of fair and open competition to secure efficient and effective services, 
which may result in the control of services being switched to private contractors. 
 
Before 2002, little guidance existed from regulatory bodies as to how public services should adopt 
and implement principles of value management.  In 2002 the UK Audit Commission, responsible 
for local government regulation, issued four key recommendations for organisations approaching 
Best Value: 
 
 Staff should be encouraged to take ownership of problems and increase willingness to change 
 Staff should focus on what actually matters  
 Organisations should understand the capacity and systems required in delivering performance 
and improvement 
 Organisations should integrate Best Value into day-to-day management. 
 
Original guidance issued by the ODPM was based on an audit of previous approaches to Best 
Value (ODPM, 2002).  However, this report and subsequent circulars were criticised by the 
Institute of Value Management (IVM) who declared that much more needed to be done.  
Specifically, the IVM believe that world-class public services need world-class thinking that can 
only be adopted from the practices and systemic approaches of world-class private sector 
organisations (Institute of Value Management, 2002). 
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In response to regulatory requirements, the business support division of the Company developed 
an approach to Best Value in the form of a manual and brief training programme for the 
management team.  The manual described process-mapping techniques, brainstorming tools and 
document proformae.  In order to build upon these initiatives, the Company looked for support 
from outside the organisation.  In particular, assistance was required in the scheduling and delivery 
of Best Value reviews. 
 
After conducting an organisational audit and shadowing some of the review teams, a more 
systemic approach to Best Value was needed. Core areas selected for review following the 
organisational audit, (described in Mulhaney and Robbins, 2004), in addition, the following key 
drivers for a change in approach emerged: 
 
 Original approaches were perceived to be too bureaucratic. 
 Meetings frequently took place with a variety of stakeholders but without subsequent action. 
 Regulatory obligations to consult and agree with all stakeholders were not being met, and as a 
consequence projects ran over time and over budget. 
 
 
4.4.1 The Intervention Framework For Situation C 
In order to address the issues described within the Research Situation, a participatory approach is 
needed to engage the key stakeholders in the analysis and re-design of organisational processes. 
Two initial pilot areas are identified to test out the Intervention Framework, these being the Debt 
Recovery and Repairs Processes within the organisation. Figure 23 represents the initial Research 
Framework for Situation C involving two discrete change projects. 
 
Figure 23: Initial Framework for Participatory Intervention at Situation C 
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The Participatory Intervention Framework allows two simultaneous Interventions to be undertaken 
but which require co-ordination. Each Intervention (debt recovery and repairs) has a distinct but 
overlapping situational context. They are also embedded within the organisational situational 
context. For the purposes of the overall research, the interventions within situation C represent the 
3
rd
 and 4
th
 research interventions and allow the Researcher to test out the Intervention Framework 
within a large organisational setting. 
 
Working with key sponsors for Debt Recovery and Repairs the Researcher and the Business 
Analyst developed Intervention Workshops, similar in design to those employed within Situations 
A and B. The key purpose of both of these events was to engage the key stakeholders in the 
change process and to assist stakeholders in improving their perception of their change situations 
in order to understand the imperatives to change and to participate in the re-design process.  These 
Interventions are now described before reflections of both sessions are made. 
 
4.4.2 Debt Recovery Process Improvement Workshop  
The Researcher worked with the Business Analyst and the Debt Recovery Process Owner/Sponsor 
to design the Debt Recovery Intervention Workshop. The purpose of the event was clarified and a 
half day workshop outline scoped.  
 
As with previous events, an off-site venue was identified and a date set. Key stakeholders of the 
process were identified and invited to attend. A briefing document was created by the Sponsor and 
sent with the invitations to the key stakeholders. The Researcher and Business Analyst planned to 
facilitate the event. The agenda for the workshop was as follows: 
 
 Welcome and Introductions  
 Key Objectives and Rationale for Change  
 Debt Recovery – Process Overview 
 Activity A – Identifying key tasks 
 Break 
 Activity B – Improving the Process - Brainstorm 
 Activity C – Action Planning 
 Next Steps and Session Review 
  
As with Situations A and B, the Researcher planned meticulously the Intervention Workshop, 
however the detail is not presented as it was similar to that which has been presented in 4.2.1 and 
4.3.1. 
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The Process Sponsor welcomed the participants and provided an overview of the session aims and 
rationale for change. This demonstrated senior sponsorship of the process as well as sharing the 
rationale for change with the participants. A process model of the existing Debt Recovery process 
was developed and shared with the participants to firstly validate and provide a shared perspective 
of the process. 
 
This positioning aided the creativity elements of the session where participants were asked to strip 
out the key tasks of the process. This aspect was undertaken through debate and discussion in 
small cross functional groups who reported findings back to the wider group. After a brief break, a 
second brainstorm session (in new teams) was undertaken to identify improvements to the existing 
process. The facilitators supported the participants in re-designing the process using post-it notes 
to represent tasks which could be modelled and streamlined where appropriate. 
 
Finally an action planning session was scheduled into the agenda where action points were written 
up and assigned to volunteers or dedicated resource to move the improvement process to the next 
stage. Preparations for the workshop and resources required were sourced in preparation for the 
session. 
 
The Intervention Workshop for the Debt Recovery Process within Situation C took place as 
planned in May 2004, with a total of 35 participants attending. The event progressed as planned 
and to timescale.  
 
 Outputs from Identifying Key Task Activity 
Three groups investigated the existing Debt Recovery Process and identified key tasks associated 
to the process. This activity not only resulted in the participants identifying the key tasks but also 
insightful discussions took place with respect to sharing understanding of the process from those 
who were further away from the process.  
 
The Researcher observed the discussions which were relevant and assisted the participants in 
undertaking the task in hand.  Each group reported their findings to the wider group and there were 
lots of similarities in their findings. Final lists of key tasks were agreed by the participants before 
moving to the next activity of the event. 
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 Outputs from Process Improvement Activity 
After allocating the participants into new teams the process improvement activity focused on the 
key tasks identified in the earlier activity. These tasks were written up onto post it notes and the 
participants sorted the tasks into a logical process. The use of the post it notes allowed the 
participants to discuss and debate the flow of the process and move tasks around. They were able 
to quickly present an improved flow for the process and assign tasks to appropriate stakeholder 
groups. At this stage discussions around effective means to deliver the tasks were undertaken and 
the implementation of IT to enhance the process debated. 
 
When compromise was reached, each group presented their model to the wider team. Similarities 
and differences in the presented process were discussed and the facilitators assisted the teams to 
come to a final process design. To validate the improved process it was agreed that following the 
session an analysis of savings to undertake the existing and refined process would be undertaken. 
The Business Analyst agreed to undertake this activity, which would be verified by the process 
sponsor. 
 
 Outputs from Action Planning Activity 
The final session of the workshop focused on the development of an action plan which would 
allow the team to move forward with implementing their re-designed process within the 
organisation.  
 
This activity was performed by all participants in a whole group session. A number of key 
activities necessary to transform the process were identified, categorised and prioritised by the 
team. Participants readily volunteered to undertake the tasks and agreed realistic and realisable 
timescales. A follow up session was also agreed to monitor progress against the plan that had 
emerged. The Workshop concluded and the outcomes reflected upon by the Researcher, Business 
Analyst and Project Sponsor. 
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4.4.3 Participant Feedback 
Feedback from Participants was sourced via the Business Analyst at a focus group following the 
session. The group reported that they had appreciated being involved at such an early stage in the 
review process. 
 
They had enjoyed using creativity techniques to explore the process and appreciated being asked 
for their input to the redesign. Participants from the session had gone on to volunteer to be 
involved in the Debt Recovery Improvement process and reported that they would not normally 
volunteer for these kind of initiatives. When probed on this point the participants stated that they 
had understood clearly why change had to be achieved and wanted to contribute to the redesign as 
it would be they who would perform the improved process within the business.  It had therefore 
been a successful Intervention Workshop. 
 
4.4.4 Repairs Process Improvement Workshop  
The Researcher worked with the Business Analyst and the Repairs Process Owner/Sponsor to 
design the Repairs Process Intervention Workshop. The purpose of the event was clarified and a 
half day workshop outline scoped.  
 
Once again an off-site venue was identified and a date set. Key stakeholders of the process were 
identified and invited to attend. A briefing document was created by the Sponsor and sent with the 
invitations to the key stakeholders. The Researcher and Business Analyst would facilitate the 
event. The agenda for the workshop was as follows: 
 
 9.30 – 10.45     Opening Debate 
 10.30 – 12.50   Focused Discussions 
o Round One – Groups 1 – 4 
o Round One – Groups A – D 
 12.50 – 1.30     Lunch 
 1.30 – 3.45       Focused Discussions 
o Round Two – Groups 1 – 4 
 Photo Opportunity 
 Feedback 
 Close 
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The Process Sponsor would welcome the participants and provide an overview of the session aims 
and rationale for change. This helps to demonstrate sponsorship of the process as well as sharing 
the rationale for change with the participants.  
 
The specific aims were: 
 
 To share perceptions of the repairs process 
 To think outside the box 
 To be creative 
 To identify actions 
 To enjoy the experience 
 
An opening question to focus the event is presented as part of the Sponsors opening debate: 
 
How can we enhance stakeholder satisfaction with repairs? 
 
This statement was agreed by the Process Sponsor, the Business Analyst and the Researcher. It 
was intended to stimulate discussion and debate and engage the stakeholders to identify ways to 
improve the repairs process. 
 
For Round One, participants break into groups to debate the opening question and are encouraged 
to share their views with the wider team. This initially is achieved by use of post it notes to allow 
individual participants within their teams to share their ideas in an open forum. It is anticipated 
that common themes emerge from the discussions which become the focus for later activity. A 
cross mix of stakeholder types made up each group to encourage perspectives to be shared 
 
During Round Two the focus is on identifying actions to improve the situation which are taken 
forward by the improvement team following the intervention workshop. The use of the creativity 
tool Super Hero helps to enable participants to think outside the box in identifying solutions to any 
issues highlighted during Round One. Preparations for the workshop and resources required are 
sourced in preparation for the session. The Intervention Workshop for the Repairs Process within 
Situation C took place as planned in June 2004, with a total of 85 participants attending.  The 
Company took advantage of a photo opportunity at the Intervention Event which would be used as 
the basis of a news article within the Company Newsletter. This activity was scheduled into the 
Intervention Agenda. This to date had been the largest Intervention Workshop planned by the 
Researcher. It was imperative to include so many stakeholders at the workshop as the Repairs 
Process affected a wide group of stakeholders from both within and outside the organisation.  The 
event progressed as planned and to timescale.  
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 Outputs from Round One Activity 
Participants were formed into four groups and moved to break out rooms for convenience. 
Facilitators re-stated the Opening Question to each of the groups and asked participants to 
brainstorm ideas that stemmed from participants initial perspectives of the problem statement. 
Participants were asked to write their ideas onto individual post it notes that would be shared with 
the group in the break out room. Facilitators gave sufficient time for ideas to be generated and 
encouraged participants to share ideas by placing their post it note ideas onto one of the walls of 
the break out room. Participants were invited to read each other’s ideas and write new ideas as 
they came to mind. 
 
Each break out room generated a number of ideas (Table 20): 
 
Group 1 Group 2 Group 3 Group 4 Total 
89 103 67 125 394 
Table 20: Number of Ideas Generated for Round One Brainstorm 
 
Each team was then asked to group their ideas into emerging themes of similar ideas or issues. 
These themes were presented back to the wider whole group by a representative from each break 
out team. The team did this by grouping common post in notes of similar topic and representing 
the theme that emerged. Each then prioritised their emerging themes in order of importance to the 
stakeholders. Themes emerged and were prioritised (Table 21). 
 
Group 1 Group 2 Group 3 Group 4 
Scheduling Issues 
Quality of Repair 
Reporting 
Planned Maintenance 
Managing Costs 
Planning the call out schedule 
Call centre issues 
Finance worries 
Admin processes 
Perception of quality 
Reporting Issue 
Maintenance vs. urgent repair 
Keeping costs down 
 
Scheduling (meeting 
stakeholder needs) 
Reporting problems 
Admin costs 
Quality/Service  
Table 21: Emerged and Prioritised Themes  
It was apparent that the emerging themes were very consistent between the groups especially when 
explanations of themes from representatives were reported to the whole group. It was agreed by 
the whole group that four common themes would be taken forward for the remainder of the 
Workshop. These included: 
 Scheduling  Quality 
 Costs  Reporting Policy 
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Although Planned Maintenance had emerged as a topical theme it was decided that this topic 
would be dealt with by another process group as it needed to be handled in a totally different 
manner to that of emergency repair.  
 
The second part of Round One activity was to discuss each of the identified themes in more depth. 
New groups were assigned (still cross stakeholder mix) to discuss an assigned dedicated theme. 
Each group were asked to brainstorm issues that they could identify for the theme and report these 
to the wider group. Themes were assigned to individual Groups (Table 22). 
 
Group A Group B Group C Group D 
Scheduling Quality Costs Reporting Policy 
Table 22: Agreed and Assigned Themes 
 
Groups, supported by facilitators, discussed and debated the associated issues from their assigned 
themes. They listed their issues on a flip chart and reported these back to the whole group. 
 
 Outputs from Round Two Activity 
Groups 1 – 4 re-formed and set the challenge of identifying possible solutions to the perceived 
issues for the related theme that had been presented in Round One Activity. 
 
To assist in allowing participants to generate creative ideas, the use of Super Hero metaphor was 
employed. Facilitators briefed the group of the process and gave each participant a Super Hero 
card. Each card represents a super hero type such as: Superman, Wonderwoman, Catwoman, 
Spiderman, etc. and their associated super powers.  For example the traits of Superman are stated 
as follows: 
 
Superman has X-ray vision, super hearing, can fly, and is the strongest man on earth.  When not on duty, he is 
disguised as mild-mannered newspaper reporter, Clark Kent.  He can be weakened only be Kryptonite, a 
leftover rock from his birth planet.  Superman is faster than a speeding bullet and is able to leap tall buildings 
in a single bound. 
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Participants are asked to take on the role of their assigned super hero to tackle the issue presented 
for the theme. They can interpret their super hero powers in any way they want in an attempt to 
overcome barriers that inhibit change. The facilitators recorded the ideas generated from the 
activity onto a flip chart. Once all the ideas are generated the group looked for common ideas and 
debate the practicality of implementing their ideas in practice. Each group finally presented their 
ideas to the whole group. A full outline of the outputs generated from the event are not included in 
this study, however the output was written up and shared with all key internal stakeholders and 
used by the Repairs Process Improvement Team to support the development of improvements to 
the process. 
 
The Workshop concluded and participant feedback was sourced by the Business Analyst and the 
Project Sponsor. 
 
4.4.5 Participant Feedback 
Feedback from the participants was sourced at the end of the Intervention Workshop. Each 
participant was asked to write short comments onto post it notes which were collected by the 
facilitators at the event. Feedback was extremely positive in that the participants had fully enjoyed 
the event and appreciated being involved in the initiative. Many reported that they had found the 
event to be fun and also found the day to be challenging but productive.  
 
Further feedback was sourced by the Business Analyst post the Intervention Workshop. A number 
of delegates were invited to a focus group session. Again feedback was very positive. Internal staff 
reported that they did not appreciate how the external stakeholders had provided a useful insight 
into their perspectives of the situation. It was reported that some of the key challenges that the 
internal team thought were important were also perceived as important by the external 
stakeholders. Indeed the input from the external stakeholders had a significant impact to the 
redesign programme. As a direct result of the session the team who were put together to manage 
the Repairs Improvement Review recommended that external customers and suppliers had to be 
brought into the Review Team as an advisory role. 
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4.4.6 Reflections from Initial Interventions at Situation C 
The planned Interventions for the Debt Recovery and Repairs at Situation C proved successful 
both individually and within the wider change programme for the company. As planned (see 
Figure 24) the Interventions enabled key stakeholders to participate in the activity and helped them 
to realise the need for chance within their specific situations. The application also proved that the 
Intervention design could be effectively applied with a large company setting. 
 
Figure 24: Initial Model for Participatory Intervention - Reflections from Situation C  
 
Each Process Team went on to implement changes and reported that the intervention workshops 
had allowed them to accelerate the change process.  In both cases significant business benefits 
were reported; for the Debt Recover Process, cost savings of £2.5K per annum were realised with 
an increase in staff capacity of 5%. For the Repairs Process cost savings resulting from the review 
were in excess of £100K per annum (based on PCO’s increasing capacity by 20% and 7 call centre 
staff no longer taking repairs requests adding 60% capacity). 
 
The interaction between the Researcher and the Business Analyst with support from the Process 
Sponsor was critical to the success of the Intervention within the context of the wider change 
programme. The knowledge of the Intervention Framework by the Researcher aided the design 
process but to be successful in embedding the Framework within the organisational context an 
evolutionary Methodological Framework was needed. This enabled the Change Owners/Sponsors 
to design their own Intervention Workshop and hence accelerate the change programme and gain 
buy from key stakeholders.  
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4.4.7 Further Developments of the Participatory Framework within Situation C 
Given that the Participatory Model was proving effective and that the organisational acceptance 
(within Situation C) of such interventions was agreeable, it was decided to develop a Participatory 
Intervention Framework that could be utilised by key Change Sponsors within Situation C. The 
Participatory Intervention Framework would build on the key principles of design utilised so far 
within Situations A, B and C.  Building on the Initial Framework for Participatory Intervention at 
Situation C (Figure 24 above) Figure 25 was developed.  Three further Interventions were 
identified within Situation C which will be referred to as Interventions x, y and z. For the purposes 
of the research within this thesis these interventions were the 5
th
, 6
th
 and 7
th
 application of the 
framework. 
 
Figure 25: Framework for Further Participatory Interventions at Situation C 
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Each of the three planned Interventions was managed locally by a Dedicated Project Sponsor but 
require specific guidelines to support their effective implementation. Each of the Project Sponsors 
had taken part in one of the previous Intervention Workshops undertaken within Situation C but 
only as a participant and not part of the design team. To fit in to the culture and philosophy of Best 
Value the Methodology was internally referred to as the Arena Challenge Day Methodology. A 
Challenge Day Toolkit outlining the principles of design was developed. (Appendix B) 
 
The Challenge Framework encompassing Toolkit provided organisers with an understanding of 
the requirements for successfully planning, and management, of the Participatory Intervention, 
ensuring maximum effectiveness and real actions. Figure 26 depicts the Challenge Framework 
with emphasis placed on planning, administration, creative tools for thinking, feed forward (or 
reporting) and actions. 
 
Figure 26: Challenge Day Toolkit Framework 
 
The Challenge Day Toolkit Framework facilitates in supporting the design process which makes 
the Participatory Intervention effective. It also provides guidelines for the use of creativity tools 
and techniques within each part of the Framework.  
 
A range of creativity tools are explained within the Challenge Day Toolkit to enable effective 
design of Interventions. A description of each creativity technique is provided and rationale for use 
in a range of specific contexts. A summary of how each technique is facilitated is also presented.  
 
This provided a conceptual framework which allowed individual Sponsors to design their 
individual Interventions. Table 23 specified the User Led Applications of the Participatory 
Framework within Situation C. 
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Table 23: User-Led Interventions at Situation C Using Challenge Day Methodology 
 
Interventions 5, 6 and 7 were planned and implemented using a User Led Strategy. Project 
Sponsors were able to utilise the guidelines presented in the Challenge Day Methodology and their 
experiences to successfully undertake their own Interventions. 
 
4.5 EVOLUTION IN PRACTICE 
As staff, residents, contractors, and management began to see actions being implemented as a 
result of the Participatory Interventions (Challenge Events), they increasingly came to Events 
enthused and prepared.  As a result, Challenge Events became increasingly useful and effective in 
providing Best Value to the organisation and its customers. 
 
Once the event was embedded, further improvements to the Best Value method were made.  
Challenge Event organisers introduced scribes and modern technology such as digital cameras, 
electronic whiteboards and laptop computers, enabling real time reporting and faster 
implementation of quick wins.  Consequently, managers no longer waited for reports to make 
decisions on implementing improvements. 
 
To enhance further the Participatory Intervention Model within Situation C a higher level co-
ordination function was needed. This enabled the effective monitoring of multiple interventions so 
that the Organisation could capture outputs and present these as part of their regulatory reports. To 
achieve this, the Participatory Intervention Framework was enhanced as presented in Figure 27. 
Situational 
Context 
Intervention Purpose Date No of 
Participants 
Comments 
Situation C – 
Department 
C 
5 Supported Care 
Process Improvement 
and Culture Change 
Sept 04 43 Focus on more client 
engagement in the use of the 
client led framework to assist 
in the planning and 
engagement of the intervention 
Situation C – 
Department 
D 
6 Hard to Let Process 
Improvement and 
Culture Change 
Nov 04 11 Event entirely led by client 
with no external facilitation 
required 
Situation C – 
Department 
Ea 
7a Care & Repair 
Process Improvement 
and Culture Change 
Day 1 
Jan 05 55 Large stakeholder group 
therefore due to inability for 
stakeholders to attend on a 
particular date the event was 
split into two days 
Situation C – 
Department 
Eb 
7b Care & Repair 
Process Improvement 
and Culture Change 
Day 2 
Feb 05 58 Second day – needed to 
integrate the results of day one 
into this format and not lose 
focus 
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Figure 27: Participatory Intervention Model for Organisation-Wide Use 
 
As previously stated each Participatory Intervention is managed locally via the Intervention 
Management Process supporting the S1 Operation. The Challenge Day Toolkit supports the local 
design and development as previously stated. Additionally the framework now has higher level S3, 
S4 and S5 processes. 
 
S5 – Policy – provides the overarching rationale and operating convention that is built into the 
Challenge Day Methodology and is approved as a process within the Organisational Culture. 
Indeed in this situation the Framework was approved by the Senior Team and the Board of 
Governors. 
 
S4 – Intelligence – provides at a high level the environmental scanning function which ensures 
that each S1 Intervention is informed of drives for change which occur within the operational 
environment. Of course this function works locally within the S1 Management Function but this 
higher order scanning ensures wider forces are known and acknowledged by the S1 Operation. 
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S3 – Management – provides the high level management of the S1 Operations. The process helps 
the S1 Operation to set realistic targets (objectives) that will meet the corporate objectives for the 
company. S3 can assist in the bargaining of resources to support the implementation of S1 actions.  
At this level the S3 can make decisions about the number of S1 Operations that are operating at 
any given time and can balance these against the normal day to day operations of the business. As 
S1 Implementations are completed and reviewed, there outputs are recorded, lessons learned and 
resources released for new emerging S1 Intervention. This is indeed a self-regulating process 
where the complexities of each S1 Intervention are taken into consideration and resources 
deployed where appropriate. 
 
S2 – Co-ordination – assists to deploy the protocols by which the S1 Operations function. The S2 
function does not take decisions but merely brings order to the S1. The Challenge Day 
Methodology Protocols as part of this function.  
 
S3* - Audit – Provides mechanisms to monitor each of the S1 Operations within the context of the 
targets set locally. The S3* function does not interfere with the S1 but provides a reporting 
mechanism to S3.  
 
Together these additional processes enable the company to effectively manage the complexity of 
running multiple S1 Participatory Interventions whilst maintaining the day to day running of the 
business. The process itself acts as a self-regulatory process that continually reviews its 
performance (as a whole) against its target policy. Revisions can take place when and where 
necessary to improve the working of the model in practice. 
 
4.5.1 Reflection on Evolution within Situation C 
Full roll out of the Participatory Intervention Model was achieved within Situation C. At least a 
dozen individual Interventions, over a twelve month period, were managed locally by Sponsors to 
review and re-design internal processes. All involved a Challenge Event with participatory 
stakeholders engaging in the change process. Key stakeholder participants were recruited onto 
local project teams to ensure the on-going success of change initiatives and on-going 
communications. 
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The overall cybernetic design of the Participatory Intervention Framework allows for the effective 
use and allocation of resources within the business through the recursive nature of the framework 
to avoid conflict of interest, duplication of process and overall co-ordination and timing of change. 
Reports of output are co-ordinated and channelled to Senior Management who can report progress 
throughout the organisation and via external communication channels where necessary to promote 
change and to report performance improvements which result from the engagements. The design 
of the Participatory Intervention Framework with embedded processes for effective management 
has been fully embedded within the organisational processes ensuring that the process is 
sustainable whilst maintaining the means to evolve within the guidance of the organisational 
setting. Beer (1985) argued that each operational unit (defined as S1) should be given maximum 
autonomy compatible with the need to operate within the strategic framework determined by the 
organisational policy (S5).  Where necessary, operational management (S3) has to ensure that each 
S1 learns how to fulfil this role effectively.  Co-ordination of the operational business units (S1s) 
and the management (S3) is achieved through System 2 (S2). It is evident that the design of the 
Participatory Intervention Framework adopts these key principles with great effect. 
 
As shown in Figure 28, the design of the change framework which combines structure, process 
and engagement has created the conditions for change to occur resulting in desired and emerging 
outputs. The regulatory feedback mechanisms ensure the designed model is continually monitored 
and reviewed to ensure viability of the Participatory Intervention Framework. 
 
 
Figure 28: Cybernetic Model of Change 
 
At the end of the KTP programme it was recorded that in excess of £2M savings had been 
recorded through the collective Interventions with significant improvements in capability within 
the organisation. 
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The Participatory Intervention Framework has allowed the company to effectively manage on-
going change through the development of effective management processes. This model has been 
embedded within the operational processes of the organisation who will continue to manage on-
going change using the model.  Processes for continual review of the model are in place. Over 
time the Challenge Toolkit can be extended or refreshed in line with the internal requirements of 
the company. Each intervention (change initiative) is being monitored and lessons learned will 
lead to the enhancement of the model within the organisation allowing for a sustainable framework 
to manage on-going change.   
 
Providing the structural management processes within the organisational setting has created the 
conditions whereby change can be effectively managed within the organisation. The meta-level 
processes provide communication channels which not only amplify the change throughout the 
organisation but also act as a catalyst of momentum which drives change. 
 
4.6 REFLECTION ON PARTICIPATORY INTERVENTIONS WITHIN SITUATIONS A, B & C 
It is useful at this point to reflect on the experiences of the Participatory Interventions within 
Situations A, B and C. It is important to recognise that the design of the interventions in each case 
has been important to their overall success within the context of each situation. 
 
Common successes for all situations include: 
 
 The use of creativity techniques, including the use of metaphor, to engage stakeholders in 
analysing their situational context. This has enabled a shared understanding of the urgency 
and need for change. 
 The participation of stakeholders in planning the design of the solutions. Again the use of 
creativity techniques to engage participation has played an important role in the process and 
has helped acceptance of change within the organisations. 
 The importance of senior sponsorship. This has helped provide legitimacy to the change and 
the allocation of necessary resource to ensure changes were implemented. 
 The planning of the intervention. This has helped in the smooth running of the programme 
and enabled communications to be effective. 
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In particular within Situation C, the development of the Participatory Intervention Framework has 
extended the need to embed processes for change within the organisation. This was successfully 
achieved using the Participatory Intervention Framework as a method for providing an 
organisation wide process to effectively manage the complexity of running multiple interventions 
in a controlled and managed environment.  The process itself acts as a self-regulatory function that 
continually reviews its performance as a whole against its target policy. Reviews can take place 
when and where necessary to improve the working of the Framework in practice.  
 
To manage multiple interventions effectively, whether these are simultaneous or on-going within 
the organisation over time, the Participatory Intervention Framework should adopt higher 
management processes. Again these are designed using cybernetic principles and participatory 
elements. Figure 29 demonstrates the higher level processes that are needed for the Participatory 
Intervention Model to be effective. 
 
 
 
Figure 29: Participatory Intervention Framework including Management Processes 
 
At its highest level the Participatory Intervention Framework sits within an organisational situation 
(a) where issues or need for change occurs. Key to the success of the interventions is both the 
communication of the issues to highlight the need for change within the situation and the early 
participation of those involved or affected by the change.  
 
The Change Programme b) provides operational processes or interventions to effectively deliver 
action to improve the situation and ensure that communication and participatory elements are 
evident. As seen within earlier applications, the processes within b) can accommodate single or 
multiple interventions. The management and co-ordination of these interventions are managed by 
the Change Programme Management processes embedded within c).  
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It is imperative that the principles of this simple design model employ existing processes or 
mechanisms adopted by the organisation so that the acceptance is effective. This can be achieved 
by adopting local organisational cultural language and should be supported by Senior Sponsorship. 
These processes create the conditions for change which are sustainable within the organisation. 
 
The application of the Participatory Intervention Framework within Situation C has highlighted 
how the model has emerged and no longer required the involvement of the Researcher to ensure it 
was effectively used. The processes of the framework were adopted by the organisation and 
embedded within the local policies and practices of the operations. The Researcher was able to 
observe at a meta-systemic level the adoption of the processes and reflect on its use but at this 
stage could not directly influence the outcome of any discrete intervention. Instead the 
Participatory Intervention Framework itself was proving to be an effective change framework. 
 
4.7 SUMMARY 
This chapter has described the development of a Participatory Intervention Framework that has 
been applied within a range of organisational situational contexts. The use of creative and 
inclusive intervention workshops has proven successful in engaging stakeholders and in generating 
ideas for change to be effective. It has also become apparent that to embed a culture of change 
within the organisational situation, that the Participatory Intervention Framework should adopt 
local change processes to create the conditions for change that will enable sustainability of the 
model. The Framework itself however provides a cybernetic management structure which allows 
effective design of interventions with clear understanding of roles and responsibility by 
participants and clear channels of communication for successful co-ordination and avoidance of 
conflict. The Participatory Intervention Framework has been extended and developed through use.  
 
Phases Two and Three of this research study will explore the application of the Framework in two 
further contexts. The Participatory Intervention Framework is initially used as a means to audit an 
existing change programme to help identify where improvements to the change programme can be 
made. The Framework is then used for the design of a multi organisation change initiative within a 
specific industry sector. In the second application the Framework is used to design a rapid change 
initiative.  
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5 RESEARCH INTERVENTIONS PHASE TWO 
5.1 INTRODUCTION 
A further opportunity to test and refine the Participatory Intervention Framework arose in 2005 
when the author was approached by the Northwest Automotive Alliance (NAA) who were looking 
to develop a model for culture change that could be rolled out within the local automotive supply 
chain. Following the successful completion of the series of interventions within Situations A - C 
the NAA invited the author to meet GETRAG Ford Transmissions (GFT), a local Original 
Equipment Manufacturer (OEM) in the industry sector, who had designed and developed their 
own successful transformational change programme.  
 
The initial brief given to the Researcher was to audit the GFT change programme and 
subsequently develop a framework for Organisational Transformation which could be rolled out 
within the sector. Staff from GFT would be utilised to support change initiatives within other 
organisations taking part in the Programme. The project, known as the Organisational Change 
Pilot (OCP) Programme took place between 2005 and 2007.  
 
This intervention provided an opportunity for the Researcher to test whether the Participatory 
Intervention Framework could be used to audit an existing change programme and highlight areas 
for improvement. The Framework will provide a structure for the design of a complex Change 
Programme that involves multiple independent companies across an industry sector with 
individual needs and challenges. It will allow for cross collaborative activity and sharing of ideas 
and resources. The Framework will incorporate the participatory and creative elements which were 
proven to be successful within the applications of situations A – C. 
 
This chapter introduces the development of the Participatory Intervention Framework within 
Situation D. A summary of the design of the intervention, the audit of the original transformation 
programme within GFT and the interventions delivered within the participating companies are 
presented. The chapter concludes by highlighting lessons learned and improvements to the 
Framework. 
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5.2 BACKGROUND TO THE RESEARCH 
As stated earlier the application and development of the Participatory Intervention Framework 
during Phase Two of the research involved a partnership involving Liverpool John Moores 
University, GETRAG Ford Transmissions, the North West Automotive Alliance and a number of 
SME organisations from within the Automotive Industry. 
 
5.2.1 GETRAG FORD Transmissions 
GETRAG FORD Transmissions (GFT) was founded as a joint venture between GETRAG and 
Ford in 2001.  Part of the GETRAG Corporate Group (GCG), are a supplier and integration 
partner for transmission and drivetrain systems within the automotive sector. Delivering an annual 
volume of more than three million transmissions (Figure 27) and one million axles, GCG is the 
largest independent manufacturer of transmissions in the world. 
 
The success and growth of GETRAG FORD Transmissions is founded on three basic values that 
go to the core of their being: Precision, Passion, and Partnership.  
 
Precision not only cements the good reputation of the transmissions and drivetrain components, but 
is internalized in their global organization and sets the benchmark for the reliability that their 
customers have come to expect in every area. 
 
Passion is what drives the company to constantly strive for better solutions, push the boundaries of 
what is feasible and deliver genuine excitement to their customers and partners. 
 
Partnership stands for the high standards of relationships with customers, suppliers and associates 
as well as the cooperation between the individual companies in their organization. Partnership 
means constantly enhancing and maintaining trustful and professional relationships both in what 
they think and in what they do. 
 
It is GFT’s goal to live out these basic values day by day with all the people in the organisation.  
 
The focus for this part of the research study is with GFT’s UK plant based in Halewood on 
Merseyside. Employing 700 staff, the site first operated in 1973. Originally a Ford site, Halewood 
joined GFT in 2001 and had immediately embarked on a programme to help the workforce 
embrace change. This project was known as the Blue Sky Culture Change Programme  
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5.2.2 The Northwest Automotive Alliance 
The Northwest Automotive Alliance (NAA) is a not for profit organisation that is industry led and 
comprises of a Board of Senior Managers from the key automotive companies in the region. Its 
aim is to raise the competitiveness and profile of the North West automotive sector working in a 
strategic partnership with the Northwest Development Agency and network with other national, 
regional and local initiatives. NAA aspires to be recognised as the focal point for representing, 
leading and supporting the regional automotive industry. 
 
In 2005 the NAA had been exploring ways in which it could support GFT to refresh its culture 
change programme. Supplementary to this the NAA had been trying to develop a culture change 
model for SMEs and initially looked at other organisational models but realised that these were too 
resource intensive for SMEs. Separately the NAA had recognised that throughout its sector, and 
indeed across other sectors, in order for a company to sustain any improved performance it has to 
have the right culture in place.  At a meeting organised by NAA, the potential for developing a 
framework to deliver a Culture Change Programme targeted to the northwest automotive supply 
chain was discussed. The programme would complement other initiatives run by the NAA. The 
project proposal intended to build on the experiences of the GFT Blue Sky culture change 
programme and use this as a platform to develop and pilot a culture change programme which 
could be applied further down the supply chain and across other sectors. Key stakeholders at the 
meeting included the Chief Executive of the NAA, who presented their current dilemma, Senior 
Managers from GFT, who had delivered the Blue Sky Programme and the Researcher with her 
experience in designing and delivering the Participatory Change Framework within a range of 
organisational contexts. The GFT Team described the approach taken for its Blue Sky Programme 
followed by an outline from the Researcher of the Participatory Intervention Framework. It 
became evident quite quickly that although the Blue Sky Programme had been successful within 
GFT Halewood, the model had been evolutionary and it would need further development to be 
robust enough for use within the wider supply chain. The Participatory Intervention Framework 
provided an overarching set of protocols which however could allow a Methodology to be 
developed thus combining aspects of both approaches. It was recognised that as GFT was a large 
and well recognised player in the automotive sector, their figurehead role in such a change project 
would add weight and value to the marketing aspect of any Change Programme. GFT also agreed 
to provide staff resource in the delivery of the Programme. 
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The NAA commissioned the Researcher to lead the OCP Programme and work with GFT to 
deliver the intervention. There were significant benefits to be gained by all stakeholders of the 
partnership. For the NAA the intervention would fit into to the portfolio of products and services 
offered to its membership and the regional agenda; GFT would gain kudos for their involvement in 
such a programme within their immediate and wider supply chain as well as updating skills and 
competence of staff and refreshing ideas for developing their own Blue Sky Programme.  
 
The Researcher would have an opportunity to further develop and test her Participatory 
Intervention Framework within a very different industry sector and with a diverse range of 
companies. Indeed the Participatory Intervention Framework will provide a structure to allow the 
design and management of multiple change interventions across multiple organisational cultures 
and settings. More importantly the application will allow the Researcher to identify key skills and 
competencies required for the successful deployment of the Framework and allow for the transfer 
of these skills to key stakeholders within the interventions. This key element would ensure that 
each participating company would embed the skills and competencies for successful utilisation of 
the Framework beyond the timescales of the research allowing each company to maintain a viable 
and sustainable change philosophy within their organisation. 
 
5.3 RESEARCH INTERVENTION – SITUATION D  
The framework for the Research Intervention for Situation D – the Organisational Change 
Programme (OCP) is designed around five phases as depicted in Figure 30. 
 
Figure 30: Five Phase Framework of the OCP Intervention 
 
Within Phase One, the objective wass to audit and assess the Blue Sky culture change programme 
at GFT; to provide input to refresh the programme and identify any formal tools/techniques which 
could enhance the delivery of the Blue Sky programme. Primarily this involved a review of 
existing materials, the review of the strategy formulation, interviews with teams undertaking the 
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strategy, a review of specific tools/techniques and an outline of other tools that could enhance the 
existing model. 
Phase Two entailed the development of an Intervention Framework which could be rolled out to 
smaller companies in the manufacturing/automotive sector. This would include the relevant 
training materials for the development of staff to support the SMEs in the process of change.  
 
During Phase Three the Programme would aim to establish the competencies/learning outcomes 
from the Blue Sky programme which could be benchmarked against learning 
outcomes/competencies possibly linked to academic modules within the university. This would 
also assist in the development of training materials and programme guidelines that will form the 
basis of Phase Three.  
 
Phases Two and Three ran in parallel as although the competencies that are required to implement 
a change programme will come out of the audit of the Blue Sky programme during Phase One, the 
specific competencies will be influenced by the final approach developed in Phase Two. 
 
In Phase Four the delivery of a Pilot culture change programme, developed during Phase Three, 
would take place with a network of Merseyside and Northwest SMEs. Initially six companies 
would participate in the pilot programme. 
 
Phase Five provided a review of the Pilot Programme to evaluate the potential to roll out the 
approach to other SMEs as well as to evaluate the progress made against the set objectives.  
 
The timescales for the OCP Programme was as follows: 
 
 Phase One June 05 – Jan 06 
 Phase Two Jan 06 – May 06 
 Phase Three Apr 05 – May 06 
 Phase Four  June 06 – May 07 
 Phase Five  June 07 – July 07 
 
A project plan was developed to assist in the management of the programme (Appendix C) 
 
The Researcher led a Team from Liverpool John Moores University, to manage the OCP 
Programme. 
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5.3.1 Phase One Audit Design  
The Initial Phase of the research involved auditing the GFT Blue Sky Change Programme adopted 
by GFT. In essence this allowed the Researcher to examine the approach taken by GFT as depicted 
in Figure 31. 
 
 
 
Figure 31: Research Approach for OCP Phase One 
 
The Audit involved a comparison of the process and structure of the Blue Sky Framework against 
the Participatory Intervention Framework developed in the previous Chapter.  
 
The research investigated the approach adopted for Blue Sky to unravel three aspects, including: 
 
a. An assessment of the research situation. 
b. Defining the specific interventions undertaken and their achievements. 
c. Defining the management processes supporting the intervention 
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 GFT Blue Sky Programme Audit 
The audit of the Blue Sky Programme took place between June and October 2005. Data was 
sourced from key stakeholder interviews, programme documentation and a perception analysis.  
 
The Blue Sky Programme was described using the Participatory Intervention Framework. This 
provided a diagnostic framework to evaluate the key processes and systems.  
 
Figure 32 presents a Level 0 view of the Blue Sky Programme, where the Situational Environment 
at GFT Halewood is presented as a), the Blue Sky Operation as b) and Blue Sky Management as 
c). 
. 
Figure 32: Blue Sky Intervention Framework – Level 0 
 
 Environmental ‘Situation’  
Blue Sky was an organisational transformational change programme which was initiated following 
the joint venture between GFT and FORD in 2001. The Management Team realised that there was 
a need to transform the operations to align to the new infrastructure needed to integrate with the 
GFG policies and procedures: 
 
The workforce at GFT had been with the FORD company for a long time, many (more than 50%) 
having achieved long service awards (25 years minimum). Therefore there was a strong FORD 
culture that had evolved over time and the Management Team realised that it needed to involve the 
workforce in planning the transformation. The Management Team believed that this inclusivity 
would not only reduce resistance behaviour but also tap into the expertise and experience of 
Halewood staff to design and develop the new procedures. 
 
Research Interventions – Phase Two 
 
148 
There was certainly urgency for change within the situational context and resistance to change was 
recognised as an inhibitor to the success of any transformation process. A Blue Sky Team led by a 
Senior Manager from GFT was formed. The Blue Sky Programme Sponsor was responsible for the 
successful implementation and co-ordination of the Programme. 
 
 Blue Sky Operation and Management Processes 
The Blue Sky Programme followed a simple but effective three phase transformation model. 
(Figure 33) 
  
 
Figure 33: The GFT Blue Sky Transformation Model 
 
 
Table 24 describes the process adopted by Blue Sky and outputs achieved. 
 
What Why Who  When Where Outputs 
Visioning  
SWOT 
‘Need for Change’ 
Leadership 2 day 
work shop 
2001 
 
On site 
 
Core Values and 
Mission Statement Ford and GETRAG 
Partnership 
All employees half 
day workshop 
Brainstorming 
of SWOT 
outputs 
Visioning Phase Key Management 
2002-
2003 
Off Site 
Defined  7 subject 
areas 
Brainstorming 7 
Defined 
Subjects 
Re-engineering 
Phase 
Key Management 
37 Elements 
emerged from 7 
subject areas 
Weekly 
Meetings 
Implementation 
Phase 
Cross Functional 
Teams 
2003 - 
2005 
On Site Key strategies 
Table 24: The GFT Blue Sky Transformation Process 
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At a series of workshops, a SWOT Analysis was undertaken involving staff from across the 
organisation. Using a series of tools and exercises, common goals from across the organisation 
were gathered. This aimed to assist participants to appreciate the need and urgency for change. 
 
To help staff to visualise their future state, teams were asked to create a picture of how they saw 
the plant in 10 years. A series of images created by the teams evolved which provided ideas for the 
transformation. GFT were very proud of these images and later displayed these in a common area 
within the plant. All employees also took part in a survey which asked four basic questions based 
around ten common themes (see Table 25).  
 
 
 
 
 
 
Table 25: SWOT Questions and Key Areas 
Results were collated and helped formulate the new GETRAG FORD Transmissions (GFT) 
Mission Statement and Core Values. 
 
To build on the SWOT findings, key personnel used the employee feedback captured during the 
SWOT, to specify a number of key Subject areas (themes) that would support the transformation 
vision. These included: 
 People 
 Business Partners 
 Cost 
 Product and Innovation 
 Values 
 Environment Layout  
 Quality 
 
Using these seven Subjects, a brainstorm session generated 38 Key Elements, factors that the team 
considered necessary to improve the culture. Each Element was assigned within one of the Subject 
headings previously defined. 
Key Themes SWOT Questions 
Staff / Colleagues What do I like? 
Communication / Information What bothers me? 
Finance What do I want to improve? 
Image What do I have to respect? 
Vision / Corporate Culture  
Market / Customers  
My work / working place  
My commitment  
Products / Services  
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These 38 Elements became individual focused projects that would be actioned through the Blue 
Sky Programme. This would be achieved by assigning a Sponsor to each of the Subject areas who 
would oversee the implementation of change within the Key Element projects. For each Key 
Element project a dedicated team and team leader was identified. These teams were mainly 
volunteer shop floor workers who worked on the project whilst also undertaking their day to day 
role within the plant. Teams would discuss the key element topic and design and implement 
improvements. 
 
Figure 34 depicts the seven Blue Sky Subject (S1 – S7) each with a unique but overlapping 
situational environment (E1 – E7) embedded within the wider GFT Halewood Environment. Each 
Subject Area has a local management function (SE1 – SE7) led by the Subject Champion and are 
embedded at the next level of recursion (Level 0) of the Blue Sky Intervention. 
 
 
Figure 34: Blue Sky Intervention Framework – Level 1 
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Within the Blue Sky Management Function (led by the Blue Sky Programme Sponsor) emerged a 
set of protocols to manage the Blue Sky Programme. Monthly meetings were organised and 
attended by each of the Subject Sponsors and the Programme Sponsor. At these meetings progress 
within the Subjects were reported and shared by the team. Issues concerning resource allocation 
were addressed through discussions at Subject Review Meetings. Decisions relating to the 
communication of progress and success stories were also made at this level. 
 
Each of the seven Elements can be modelled to a lower level of recursion using our diagnostic 
template. Figure 35 demonstrates a Level 2 view for Subject 1 of Figure 34 above. 
 
 
Figure 35: Blue Sky Intervention Framework – Level 2 
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At Level 2, Subject 1 (which in this case is Quality) has five Key Elements, or projects. These 
Projects (P1 – P5) include: 
 
 First time through 
 Cost of quality 
 Customer satisfaction 
 Warranty 
 Parts per million 
 
Each Element Project is locally managed (P1M – P5M) by a dedicated team leader (Element 
Champion) who reports to the Subject Sponsor through the Subject 1 Management function. Each 
Element Project has a dedicated team who set their own project objectives, plan and design the 
project tasks, deliver project outcomes, etc., based on the Blue Sky Programme Project guidelines.  
Again each Element has a local environment (P1 – P5 Situations) embedded within Subject 1 
environment which in turn is embedded in the GFT Halewood environment. 
 
Within the Element Management function the E1 Intelligence scans the environment to identify 
changes to the environment which may affect the projects and acts to report these findings where 
necessary. The Element Management function operates within the higher level Element Policy 
protocols and where necessary will allocate resources to achieve the desired and agreed outcomes 
for each of the Element Projects to meet the objectives of the Blue Sky Programme. The Element 
Co-ordination function monitors the progress of the Element Projects to ensure they are meeting 
their local and agreed objectives. An Element audit function provides sporadic audits to ensure the 
whole system is operating to the agreed protocols. 
 
Weekly meetings were organised to help manage the delivery of Project. Reports of progress made 
were reported at monthly meetings involving Subject Champions and the Subject Sponsor. 
Progress was also tracked via a computerised project management system which was maintained 
by the Project Champions. Although Figure 33 represents a level 2 model for the Quality Subject 
depicted in the level 1 model, similar models for each of the seven Subjects were produced to audit 
fully the Blue Sky Programme. Although these are not shown within this research, they 
demonstrated that similar structures were evident throughout the Blue Sky Programme. 
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 Blue Sky Participatory Structures 
The Blue Sky Programme Team went to great lengths to ensure a participatory approach was 
adopted within their transformation process. At the initiation stage, all staff undertook the SWOT 
questionnaire and the viewpoints were used to inform the later analysis and determine the Seven 
Subject areas and Key Elements. Staff from across the organisation assisted in developing 
visionary pictures which were shared with others throughout the company. At the Element Level 
(level 2) of the structure, each team involved in a project were made up from cross functional 
representation within the organisation. This diversity of the team assisted in bringing a wider 
insight and understanding into the problem and solution being addressed but also assisted in the 
dissemination and communication of feedback from project throughout the organisation. 
 
The role of Subject Sponsors was undertaken by Senior Managers within GFT; however Element 
Champions and Element Team members were volunteers from across the organisation.  
 
 Blue Sky Communication Structures 
Communication of Blue Sky was considered high priority and enhanced the Participatory 
Structures adopted. Although at the height of its transformation, Blue Sky involved some 150 staff 
from across the company, not all staff were able to participate. The communication processes 
therefore kept other staff informed of progress and allowed those involved in the projects to 
celebrate their successes. 
 
A variety of mediums were utilised to communicate Blue Sky. These included: 
 
 All plant presentations  
 Blue Sky notice board 
 Team meetings 
 Newsletter 
 Intranet – screen savers 
 Blue Sky Project Management System – accessible on the internal computer drive 
 
A fishbone diagram was developed (Figure 36) to visually represent the Blue Sky Programme. 
This formed the basis of the formal communication and was initially presented to all staff within 
GFT along with an overview of how each of the Elements would be delivered.  
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Figure 36: Blue Sky Fishbone of Subjects and Key Elements 
 
GFT converted a large room to become the focal point for many of the Blue Sky matters. The area 
was fitted with all the relevant equipment required to train, present and hold meetings. Its décor 
included the drawings created during the visioning workshops, the fishbone diagram and posters 
portraying the Mission Statement and core values. This location proved beneficial as the meeting 
area for the GFT weekly business review meetings by offering the right conditions and tools to 
communicate with one another. 
 
A computer system was designed to capture the data emerging from the Blue Sky initiatives and 
help the Subject Sponsors keep track of events. The link to the system was made available to all 
employees showing read only access of all data in the Blue Sky Programme. The first screen of the 
site depicted the fishbone diagram which was interactive. Users could click on any of the Key 
Elements and drill down into the system for further detail. For each Project there was a series of 
pages describing the project, the team, progress made, activities outstanding and achievements 
made. To keep all employees informed of Blue Sky projects and their progress a weekly Blue Sky 
review meeting was held informally during lunch hour. The meeting was open to all employees 
whether they were directly involved on a project or not. Minutes were taken by the Blue Sky 
Senior Sponsor and any related information was recorded and made available on the company 
internal network drive. The weekly meeting provided a source of information for the shop floor 
notice boards and electronic screen saver, keeping all employees informed on the Blue Sky 
initiatives. 
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 Blue Sky Outputs 
Between 2001 and 2005, Blue Sky had been extremely successful. A significant number of 
projects (approximately 80) had been implemented and had improved the internal operations at 
GFT.  
 
The internal infrastructure of GFT was transformed along with the culture within the plant. As a 
measure of success the plant won several local and national awards. 
 
 Blue Sky Review  
To evaluate the perceptions of staff that were involved or affected by Blue Sky, a survey was 
designed and undertaken by the Researcher as part of the Phase 1 Audit. A total of 70 (23%) of the 
total GFT population completed the survey. Participants were asked to compare various 
dimensions to evaluate their perceptions of the impact of Blue Sky by comparing their impressions 
to how they viewed the company prior to the start of the programme. Although baseline data 
would be best captured at the start of the programme this was not possible therefore the research 
team thought this retrospective analysis was useful. A copy of the Blue Sky Review Survey can be 
found in Appendix D.  
 
The dimensions evaluated included: 
 Job Satisfaction 
 Working Environment 
 Work Load 
 Monitoring 
 Communication 
 
The data collected was analysed using statistical software (SPSS) with the margin of error 
calculated for the analysis being 0.05% meaning that the sampling distribution was normal. 
 
The summary of the results from the survey is depicted in Figure 37.  
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Figure 37: Blue Sky Perception Survey Results 2005 
 
There appeared to be improvements in all areas reviewed however, there was a significant shift in 
perceptions of staff between the working environment, monitoring and communication elements 
highlighted in the survey. Although the results demonstrated a positive shift in perceptions, there 
was still room for improvement. 
 
 Key Findings from the Blue Sky Programme Audit 
It was clear from the Blue Sky Programme Audit conducted by the research team that GFT had 
successfully created a strong and effective framework to design and manage their transformation 
intervention. 
 
The research team was able to use the Participatory Intervention Framework to audit the Blue Sky 
Programme and highlight areas which would benefit from improvement. The Framework had 
provided a structural framework to examine and model the complex Blue Sky Programme and 
provide useful insights into the Blue Sky management processes. It was evident that the initial 
Blue Sky visioning workshops had been extremely successful in setting a platform for change 
within GFT and delivered significant benefits to all stakeholders. During 2005 GFT celebrated 
Best Engineering Factory of the year and hosted a prestigious visit by The Duke of York, 
Ambassador of Trade and Industry. Vast improvements in terms of safety, quality cost and 
absenteeism were realised. 
 
 
 
 
 
Research Interventions – Phase Two 
 157 
The Senior Programme Sponsor of Blue Sky had retired late in 2005 and a replacement Sponsor 
was not formally appointed. This loss of leadership had left a number of gaps in the Blue Sky 
process which were not addressed at policy level. The ability to generate new projects for Blue 
Sky did not exist and although a variety of communication media were utilised it had been the 
Programme Senior Sponsor who had driven this process. The Sponsor had also acted as the main 
monitoring vehicle for Blue Sky and had ensured information held within the computer system 
was kept up to date. Six months after the leader had retired an analysis of the data held on the 
computer based monitoring system showed that 75% of the projects listed were live; however 
upon investigation these projects had either been closed down, or there had been no activity for 
four or more months.  
 
After completing the analysis the research team produced a Phase Report which was delivered to 
the senior management of GFT. This was followed by a presentation by the Researcher to the GFT 
team and a meeting to discuss the findings and recommendations. 
 
Key strengths identified included: 
 
 Champions within the organisation were identified to promote change 
 Cross functional teams were established and were empowered to drive changes forward 
 Processes to monitor and manage the change kept the project on track 
 Excellent channels of communication had been established 
 
Issues raised by the report highlighted: 
 
 The GFT BS model may not fit all 
o GFT had a real urgency for change 
o Large v’s Small to Medium Organisation 
 Protecting intellectual property 
 
A copy of the report and presentation can be found in Appendix E. A summary of 
recommendations and discussions follow. 
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 Recommendations and Discussions from OCP Phase One  
Unless continuously refreshed, change programmes can have finite life spans where eventually the 
benefits start to trail off. It was clear to the research team that the loss of the Blue Sky Senior 
Sponsor had meant that the momentum of the programme had been lost. The main problem 
observed largely related to how to move onto the next phase of improvements for the business. In 
particular it was necessary to declare BSP a Big Success and to re-launch the next phase of the 
lifecycle. 
 
It was recommended that the re-launch needed to be supported by tighter controlled operational 
processes and management systems to take forward the programme into the future. This involves 
providing direction through high level Leadership and by instating a support Project Team. In 
summary the following areas would benefit the re-launch of Blue Sky within GFT: 
 
 To develop formal protocols for the structured change programme 
 To embed monitoring processes within the formal structures of GFT – i.e. within the 
Structured Week.  
 To include benchmarking (internal and external) within change projects 
 To provide additional training to Subject and Element Champions (the leadership team of 
Blue Sky) 
 To continue to enforce the concept of cross functional teams 
 To continue to maintain effective communication channels 
 
Through discussion it was agreed that the revised Blue Sky Programme needs emphasis more 
towards a culture of continuing improvement from one which was originally focused on problem 
solving. 
 
A Blue Sky Project Team with clear management responsibilities needed to be instated to drive 
forward the next phase of change. Members will need to be selected with a view to their roles and 
capabilities and where necessary training will need to be provided. In the short term this team will 
benefit from being coached and mentored by people with experience in implementing change 
successfully. Clear management monitoring processes should be established to ensure efficiency 
and effectiveness. This should include the generation of management reporting mechanisms that 
allow the team to know when success has been achieved. A set of agreed priorities would be 
developed and continuously reviewed to ensure that maximum benefits are achieved for any given 
level of effort and thus managing the benefits being delivered by Blue Sky. 
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 Real Time Monitoring 
The Structured Week process in place within GFT has provided an effective operational 
monitoring and control system. The use of information technology to provide real time monitoring 
will allow improved decision making and increase the scope for operational efficiency.  
 
Similarly the effectiveness of management processes can be monitored to allow improved decision 
making and increase the scope for operational effectiveness.  A recommendation was made to 
embed Blue Sky reporting within the Structured Week processes to ensure it remained current and 
well managed going forward. 
 
 Benchmarking 
The research team recommended that Blue Sky should adopt a formal process for benchmarking 
within its refreshed protocol framework. The use of benchmarking will allow review at a number 
of levels:  
 
 within the plant 
 within GFT 
 within the industry 
 beyond the industry. 
 
Within Blue Sky the process of benchmarking current practice against GFT or industry standard 
will ensure that revised practice will improve the current state and take the processes forward. 
Excelling standards can easily be used to amplify performance and promote efficiency and 
effectiveness of the plant to the local and wider community.  
 
 Leadership  
The importance of effective leadership cannot be underestimated. Good leadership styles can be 
developed but should be supported by an appropriate reward and recognition process. For many 
leaders the opportunity to gain accreditation for learning towards a higher qualification would 
reward staff and bring new ideas and skills back into the business. In addition it would be useful to 
develop lower and middle ranking managers to enable them to move smoothly into more senior 
roles and to become the leaders of tomorrow. A training programme to ensure revised Blue Sky 
protocols are communicated would be beneficial. Coaching of Element Champions by the Subject 
Champions would enhance the leadership skill set and improve Blue Sky and organisational 
developments.  
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 Cross Functional Learning 
It was noted that the utilisation of cross functional teams within Blue Sky had been the cornerstone 
to its success. It has allowed the development of ideas and solutions within the Blue Sky umbrella 
to contribute actively to the delivery of both short and long term benefits. 
 
This Action Learning philosophy needs to be further developed to allow more staff to engage in 
the change programme. To achieve this there is need to train and develop new roles for example 
coaches and mentors to support staff in making effective use of new processes. 
 
Training for teams may include: 
 
 Action Learning 
 Creative Problem Solving Skills 
 Influencing Skills 
 Time and Project Management 
 Effective Monitoring 
 Effective Coaching and Mentoring Skills 
 
The development of effective cross functional learning will facilitate the delivery of continuous 
long term improvement. 
 
 Communication 
Communication in the past has been one of the most significant mechanisms to drive forward the 
Vision for Blue Sky. It cannot be overestimated how important it is to learn from previous 
experience as to what has worked effectively and what has not. There is a need to ensure 
communication is multi directional and that mechanisms for formal and informal communications 
exist within the next phase of developments. 
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 Actions and Improvements to Blue Sky 
As stated, the Phase One Report was presented to GFT in December 2005. The report was well 
received by GFT who subsequently acted on a number of key areas within their 2006 business 
review.  
 
The Researcher worked closely with the Blue Sky Team at GFT during the refreshment of its Blue 
Sky Programme. A number of training sessions were developed to equip the Blue Sky staff to 
develop competences. Some of the key interventions included: 
 
 A Personality Profiling and Analysis – using BELBIN (Belbin 1981) to help teams 
evaluate their team profile and strengths and weaknesses 
 Wordsmithing – to help develop clear objectives for blue sky projects 
 Categorising and Prioritising – To assist the teams to evaluate potential project ideas and 
choosing those of greater benefit 
 EFQM Awareness – understanding how this links to Blue Sky developments 
 
These training sessions were delivered to Subject and Element Champions and to volunteer 
members of Blue Sky teams. To enhance skills in effective coaching a number of Subject and 
Element Champions attended a bespoke Business and Workplace Coaching Course developed by 
LJMU.  
 
Benefits to participants and GFT included: 
 
 Personal development for staff undertaking the business coaching training programme 
with accreditation from JMU 
 Business development within GFT as trained coaches will be encouraged to utilise their 
skills within the workplace 
 Knowledge transfer between GFT and local businesses and local businesses and GFT  
 Closer links to the local community 
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GFT also refreshed their policies and procedures of Blue Sky by creating a Blue Sky Programme 
Team, still made up of Subject Champions and a newly appointed Blue Sky Sponsor. The Blue 
Sky Team refreshed their set of projects through a series of workshops involving representation 
from across the business. These projects were categorised and prioritised and assigned to newly 
trained Element Champions. Revised reporting mechanisms were embedded into the Structured 
Week protocols. 
 
Less emphasis was placed on creating technical solutions to monitor Blue Sky and the Team 
utilised the more effective team meeting structures adopted within the plant. A Blue Sky 
Communications Co-ordinator was nominated. The research team were pleased that GFT had 
acted on the findings of their research. 
 
5.3.2 Phase Two Design of OCP Intervention Framework 
Following the audit of the GFT Blue Sky Programme the design of the OCP Intervention 
Framework commenced. Once developed the Intervention would be rolled out within the SME 
domains. It was imperative to utilise the skills and experiences of the Blue Sky Subject and 
Element Champions and it was anticipated that they would provide a coaching role to the OCP 
participating companies. 
 
The Participatory Intervention Framework was used as the basis for the design of OCP. The 
Framework would allow structure and process for OCP and provide high level management 
process. Figure 38 presents a Level 0 view of OCP Framework, where the Situational Environment 
a) represents the Northwest Automotive Sector, OCP Operations are shown as b) and OCP 
Management as c). 
 
Figure 38: OCP Framework - Level 0 View 
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At level 0 the OCP Management function is undertaken by an OCP Steering Group which was 
established and key roles defined (Table 26). A set of guidelines to support the roll out of the OCP 
model were developed and management processes established that would monitor and evaluate the 
performance of the programme over time. 
Table 26: OCP Steering Group 
 
The Researcher designed, led and managed the roll out of OCP. Other steering group members 
were brought into the steering group for their support and provide on-going effective monitoring 
of the progress of OCP through its lifecycle.  
 
Figure 39 extends the OCP Framework to Level 1 and depicts the participating companies, the 
local management structure and the local operating environment.  
Steering Group Role Team  Stakeholder Normal Role 
OCP Programme Manager and Academic Specialist 
LJMU  
Researcher and Academic 
Academic Specialist Academic 
Academic Specialist Academic 
Project Coordinator Academic 
Non-Automotive Sector Funding Specialist Business Development Manager 
Funding Sponsor NAA 
 
Chief Executive of NAA 
Automotive Sector Funding Specialist Business Development Advisor 
GFT Operations Director and Programme Sponsor GFT   
 
 
Plant Manager  
Blue Sky Specialist Financial Controller 
Blue Sky Senior Programme Sponsor  Change Sponsor 
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Figure 39: OCP Framework - Level 1 View 
 
It was designed that six companies would engage in OCP, each are represented C1 – C6 in the 
model and are embedded into the operations of OCP from the level 0 view. Each participating 
company requires a local OCP management function to be created (C1M – C6M). OCP also has a 
local operating environment which overlaps via the processes adopted within the OCP framework. 
Although the OCP model depicts the operating and management functions of the OCP change 
process, it should be remembered that each company operates in its own business environment. 
Also within the environment it is clear that the GFT environment is affected by OCP. This is due 
in part that coaches deployed within OCP would engage within each of the participating 
companies change programmes. They would also take learning from these interventions back into 
the GFT environment. Conversely the GFT coaches would bring their own GFT (Blue Sky) 
change knowledge and experience into the operations of the company interventions. 
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The OCP Management function has effective Policy Guidelines that are understood by the 
participating companies. The OCP Programme Team ensures that the Policy Guidelines are 
practiced through the OCP Management function. The OCP Intelligence function acts to relay 
information from the local sector environment to ensure OCP participating companies and 
management are aware of external forces that may affect the running of the programme. The 
function also acts as an amplifier to relay the outputs and successes of the OCP Programme back 
into the local automotive environment. The NAA and its role within the sector would assist in this 
function of the model but the research team would  also endeavour to present the research within 
the academic and industry sectors. 
 
A co-ordination function ensures that each of the individual participating company engagements 
was running smoothly. This would be the responsibility of the OCP Programme Team and the 
local company management. Guidelines for the audit function would be communicated to 
stakeholders. The OCP Programme Team would also adopt an audit role within the framework. 
Periodic audits would be conducted to ensure the OCP Model itself is effective. As the participants 
of the OCP interventions engage within the framework, there would be lots of opportunity to share 
experiences. This allowed individuals, teams, companies and projects to develop via the learning 
processes and opportunity to try out new ideas shared within the community. At level 1, 
companies would be assisted in setting direction of their change interventions via the OCP 
framework. Before diving into change initiatives, the overall strategic vision would set the scene 
and help to set the high level project objectives. The OCP framework would assist companies to 
identify potential projects that would deliver the strategic objectives. To achieve this, the 
companies would engage their internal workforce in the process. 
 
Once projects were identified, volunteers to manage the project interventions would be sourced. 
These project leaders would be known as the OCP Champions within the programme. To assist in 
the local management of OCP within participating companies a further level of recursion for the 
OCP Framework was required. This is depicted in Figure 40. 
 
At level 2 the OCP Framework depicts the OCP operations within the local company environment. 
Each participating company identify a number of project interventions (P1 – P3) which were 
managed locally by the OCP Company Champion. A cross functional team were assigned to 
deliver the improvements within the business. Each Project operates in its local environment 
which is embedded within the company operating environment. As depicted, the company OCP 
environment was embedded within the OCP environment. 
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Figure 40: OCP Framework - Level 2 View 
 
Each project, managed by the OCP Company Champion, would be assigned a dedicated OCP 
Coach from GFT; The GFT Coach would be experienced in managing change and would have 
managed a change programme within Blue Sky. GFT Coaches would be trained in coaching skills 
prior to their engagement in OCP. As shown in Figure 38, which in this example depicts Company 
A, the OCP Management function is based on the level 0 OCP policy guidelines. The Management 
function at this level would be undertaken by a senior company sponsor who is coached by the 
OCP Co-ordinator. The OCP Audit function is undertaken by the OCP Co-ordinator who visits the 
company on a regular basis to record progress. The senior company sponsor is responsible for 
undertaking the intelligence function and would report issues or successes via the project-co-
ordinator to the next level of recursion. These issues or stories of success would be recorded by the 
project co-ordinator. 
 
 OCP Marketing 
In order to assist in the communication of OCP to key participating stakeholders, a simple OCP 
Engagement Process Model was developed. This mirrored the Blue Sky Framework to help the 
GFT participants to identify with the model and had three phases: a Pre-engagement Phase, Phase 
One involved the development of a Strategy and Phase Two a Re-engineering and Implementation 
Phase. Figure 41 depicts a high level view of the OCP Engagement Process Model. 
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Figure 41: OCP High Level Engagement Process Model 
 
Prior to commencing the Programme, companies undertook pre-engagement activity. This 
involved the application by companies onto the Programme and an evaluation of their 
commitment. The application form asked insightful questions and a statement outlining why the 
company wanted to engage in the programme. The application forms were evaluated by the OCP 
Steering Group and shortlisted companies undertook a formal interview again by representatives 
of the OCP Steering Group. Once accepted, companies set an initial strategy for the change 
programme presenting clear high level business goals. A number of potential projects would then 
be identified and prioritised. Selected projects would go on to the re-engineered stage and 
supported by GFT Coaches, teams implemented improvements.  A series of guideline and process 
documentation was developed to support the roll out of OCP. 
 
 Pre – Engagement Marketing and Sign Up 
A number of information days were designed and run to promote OCP in the automotive sector. 
These were marketed by the NAA to inform their customer base of the OCP opportunity. 
Interested companies attended information days to help them assess whether they are interested in 
participating in the project. 
 
Staff from the OCP and Blue Sky teams helped to facilitate the information days. A tour of the 
GFT site allowed interested companies to appreciate the impact that Blue Sky had to GFT and help 
exemplify the Programme. Interested companies expressed interest in signing up to the OCP 
programme and were visited by representatives of the OCP team to complete necessary funding 
paperwork. Basic company information relating to company type, size of company, number of 
employees, etc. was collated. This information helped in preparing the OCP team to undertake a 
baseline assessment but also fed into the OCP data collection mechanism. Senior Managers within 
the interested companies were interviewed by representatives of OCP Team to assess their 
commitment to the OCP programme. 
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Both the information events and the introductory visit provided interested companies with 
sufficient information to allow them to determine whether OCP is the right approach for their 
particular situation and also informed the companies as to the workload commitment they were 
signing up to. It was imperative at this stage that companies were aware of the time commitment 
of the programme. 
 
 The Baseline Assessment 
The Baseline Assessment was a questionnaire that was developed especially for the OCP 
Programme. It was primarily based on the European Framework for Quality Management (EFQM) 
Excellence Model.  Data was collated via a questionnaire with respect to the EFQM themes: 
 
 Key Tasks 
 Structure 
 People Relationship 
 Motivation 
 Support 
 Management Leadership 
 Attitude Towards Change 
 Performance 
 
A cross section of each organisation was surveyed including: 
 
 Senior Management  
 Administration employees 
 Shop Floor employees 
 New Starters 
 Supervisors 
 
The purpose of the questionnaire was twofold: firstly it enabled an internal perspective analysis of 
the organisation based on the current position. Data was gleaned from a cross functional 
representation of the workforce to extract a balanced view. These data would allow the coaches to 
get an understanding of the organisational situation without the need to speak to all staff within the 
company. A copy of the Baseline Questionnaire is presented in Appendix F.  The sample size of 
the survey within each company is determined as a percentage of the workforce.  This was 
estimated to be 10% of the population or 10 questionnaires (whichever greater).  Data collected via 
the questionnaires are analysed using analytical software to produce a Baseline Survey Report.  
This report is presented to Senior Management and informs discussions regarding the selection of 
projects within the OCP engagement.  A copy of a Baseline Survey and a Sample Company 
Baseline Report can be found in Appendix G.  
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Secondly, data collected during the pre-engagement process are used later in the programme to 
evaluate the impact of the OCP engagement within the participating companies. A second survey 
would be completed at the end of the engagement and compared to the Baseline Data. 
 
 The OCP Engagement Process 
Figure 42 provides a more detailed description of the OCP Engagement Process. 
 
Figure 42: Detailed OCP Engagement Process Model 
 
During the Strategy Phase, participating companies set a vision for their Organisational Change 
Programme. This was achieved by undertaking a brainstorming exercise engaging as many staff 
from the business and supported by facilitators from the OCP Programme Team. Projects 
identified were categorised and prioritised by Senior Managers. The Baseline Survey Report 
provided during the pre-engagement process assisted companies in prioritising projects. This 
aspect of the design was aimed at driving forward the participatory element which was 
acknowledged as key to the acceptance of change within the company. Ownership of the overall 
programme goals lie with Senior Management and not the Project Facilitators. 
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Projects selected would set the Main Agenda for the OCP Engagement for the participating 
company. Chosen projects were further analysed to help determine project scope and high level 
objectives.  Project Champions would be identified to lead the change projects. Project Champions 
were volunteers from the Participating Company. Project Teams would also be selected and 
assisted the Project Champion to deliver the stated objectives. Once again, the participatory 
element of cross functional (volunteer) teams, add to the acceptance of identified change within 
the business by stakeholders. At this stage, and once the projects are clarified, OCP Coaches 
would be identified by the company to support the Project Champions.  The OCP Coaches provide 
an impartial external perspective to the partnership whilst providing a perceived change expert into 
the team.  
 
A Main Agenda document (D1) highlights the chosen projects, teams assigned and high level 
objectives captured by the OCP Programme Team. This document provided terms of reference for 
the OCP Project. The decision regarding which of the GFT Coaches would be assigned to the 
participating companies is made by the OCP Programme Team once each of the companies has 
completed their Main Agenda paperwork. Although it was not essential that each of the Coaches is 
expert within the projects selected by the company, experience of the types of issues that the 
project teams may face would be beneficial.  
 
Early in Phase Two an initial OCP Launch Meeting would be planned.  This meeting would be 
attended by Senior Managers from the participating company, representatives from the OCP 
Programme Team, Project Champions and Project Coaches. The aim of this initial meeting is to 
allow Project Coaches to meet the participating company and the key company stakeholders. A 
site tour of the participating company allows the Project Coaches to understand further the 
company context.  
 
The Project Champions will accompany their assigned Coach on a company tour as this function 
acts to build rapport between the Coach and the Champion. Prior to the Launch Meeting, a copy of 
the Main Agenda document is distributed to the Project Coaches so they can gain an insight into 
the projects selected.  
 
 
 
 
 
 
Research Interventions – Phase Two 
 171 
The Project Champion briefs the Coach of the company’s selected project at the Launch Meeting. 
All Champions and Coaches attend this session to ensure there is clarity and understanding of all 
projects taken forward by the company. The Team undertake a Stakeholder Analysis of each 
project to identify stakeholders affected by each of the projects (D2). This activity demonstrates 
the potential impact of change to the stakeholders of the business. A review of the Company 
Project Team ensures key stakeholders are represented within the team and where necessary 
further team members are recruited. Finally each OCP Project Team (including the Coach) 
prepares an Initial Project Plan (D3). This helps to prepare the Project Champions in liaising with 
the Project Team within the business. 
 
Champions hold a local level Project Team Meeting (or series of Team Meetings) to review and 
revise the Project Plan which is aimed at providing the project management element of the 
programme.  High level Project Objectives are explored to develop the project plan with 
timescales, deliverables and action plan for the team to use to manage their progress.  Once 
completed the Project Plan is signed by the Project Champion, Coach and Senior Company 
Sponsor and returned to the OCP Programme Office. Once the projects are defined the OCP 
Project teams work on re-engineering and implementing changes within their business. This re-
engineering and implementation activity may take several weeks or months, depending on the 
complexity of the project. 
 
An activity log is used to record time taken within the business for the change initiatives (D4). 
This is essential for reporting purposes to the funding body but also a useful exercise to report the 
work undertaken by the teams within the business to Senior Management. The Project Champion 
and Project Coach meet frequently to review progress. The Project Champion and Team work on 
the delivery of the Project within the business organisation undertaking activity alongside their day 
to day activity. The Project Coach helps the Champion to maintain motivation of the Project 
within the business and provide support in the monitoring of progress against plan.  
 
Progress Reports (D5) are created during meetings between the Programme Champion and Coach 
which is sent to the Company Sponsor and to the OCP Programme Team. Issues or concerns raised 
during these meetings are accelerated to the Company Sponsor or the OCP Programme Team. 
These are logged onto the Progress Reports generated by the Project Coach. Quarterly 
Management Meetings are also undertaken and attended by a member of the OCP Programme 
Team, the Company Sponsor, Company Champions and Coaches to review progress against plan. 
The role of the quarterly meeting is to monitor progress and address concerns where necessary 
within the intervention engagement. 
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5.3.3 Phase Three Establish Competencies 
In parallel to the development of the OCP Participatory Intervention Framework it was important 
to establish the competencies required for the successful implementation of the Framework. This is 
key as it is the participating stakeholders who will deliver change therefore it is critical to ensure 
they are equipped to do so. 
 
A stakeholder map outlining the key roles is depicted in Figure 43. 
 
Figure 43: OCP Stakeholder Map 
 
The Managerial roles and responsibilities have been outlined earlier, however to help develop the 
Key Operational Stakeholders an outline of the skills and competences is defined in Table 27. 
 
Stakeholder Skills and Competence 
OCP Coach  Qualified coach 
 Experience of being involved in a change programme   
     (presumably Blue Sky) 
 Good leadership skills 
 Good communication skills 
 Team building skills 
 A good motivator 
OCP Champion  Volunteer from within the business 
 Able to take the lead within a project 
 Able to work with a team 
 Good leadership skills 
 Able to project manage 
 A good communicator 
OCP Project Team Member  Willing to participate 
 Able to listen and actively contribute in team meetings 
 Able to take action to implement change 
 Able to take direction 
 
Table 27: Skills and Competence for Operational Stakeholders of OCP 
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 OCP Guidance Documentation 
OCP Guidance Documentation was produced to aid companies in understanding OCP and helped 
to assist in the selection of OCP Champions. A copy of the Guidance Documentation can be found 
in Appendix H. 
 
 Coach Training Design and Development 
A training programme for the OCP coaches was designed and developed. This was an accredited 
LJMU programme which was validated by the University Modular Framework.  Entitled CPD in 
Business and Workplace Coaching it is an M Level module warranting 20 University Credits upon 
completion. A copy of the Module Proforma and Handbook is presented in Appendix I. 
 
Delegates undertaking the programme are assessed using a portfolio of evidence to ensure 
competence. The module aimed to provide participants with the ability to: 
 
 develop skills for effective business and workplace coaching. 
 utilise the skills of coaching within the business environment with client groups 
 
The stated learning outcomes for the module suggest that after completing the course delegates 
will be able to: 
 
 understand of the importance of business and workplace coaching in effective change 
management. 
 identify key issues relating to a client’s business development needs and then devise, organise 
and plan coaching activities. 
 identify and apply appropriate tools and techniques to support the coaching process and to 
reflect on the effectiveness of the results. 
 support a client to develop their own coaching skills and to roll out coaching skills throughout 
their organisation/team. 
 
An outline syllabus of content for the module is presented in Table 28. 
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Table 28: Outline Syllabus for the JMU CPD in Business and Workplace Coaching Module 
 
 
 OCP Process Training 
Alongside the formal coach training the OCP Coaches, who would act as local monitors to ensure 
the successful delivery of the projects, also required a formal introduction into the OCP 
management processes. A number of training sessions were delivered to achieve this end. 
Additional training would also be delivered to OCP Company Sponsors and Champions to ensure 
that they fully understood the OCP delivery programme. This included an OCP Introduction 
Session, OCP Launch Event, OCP Process Awareness and OCP Reporting Awareness Sessions.  
 
 
Session Theme Topic 
One Introduction to Coaching 
 
What is coaching 
Ground rules for coaching 
Models of coaching 
Introduction to the coaching toolkit 
 Stakeholders and perception 
 Listening skills, body language 
 Goal setting 
Review and reflection 
Two Tools for effective coaching 
 
Coaching Tools 
 SWOT 
 TGROW 
 Goal setting – SMART 
 Stakeholders 
 Listening and questioning  
Action planning 
Coaching practice 
Review and reflection 
Three The practice of coaching 
 
Managing the coaching practice   
Influencing behaviour 
Coaching practice 
Review and reflection 
Four Coaching in business 
 
Coaching teams 
Enablers and inhibitors 
Organisational leaning  
Manager or coach? 
Coaching practice 
Disengagement 
Review and reflection 
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5.3.4 Phase Four Pilot Delivery  
The OCP Framework, now prepared with supporting processes and guideline documentation in 
place and a Project Team, was ready for launch. Training programmes had been developed and a 
number of potential coaches from GFT had volunteered to take part in the programme. 
 
 OCP Launch and Pre-Engagement Activity 
An OCP Marketing Event took place in May 2006 at GFT. Fifteen potential companies attended 
the event which described the OCP Framework and highlighted the GFT Blue Sky Programme. 
Companies were given a tour of the plant to see the impact Blue Sky had to the business. This 
included demonstrations from several teams who had implemented Blue Sky initiatives throughout 
the plant. The visitors were able not only to see the initiatives but also challenge and questions the 
project leader to gain further insight. Finally the companies were invited to volunteer to join the 
OCP programme. A similar session was repeated in July 2006 with an additional ten companies 
attending. During the events interested companies were invited to ask questions relating to the 
OCP programme in order to gain clarity or further understanding. 
 
Companies who expressed interest in the Programme were visited by a member of the OCP 
Programme Team to discuss in detail the project. A brief interview with the Senior Managers was 
conducted to gather initial company information to ensure eligibility for funding onto the 
programme. Additional information relating to readiness for change was gathered and evaluated. 
 
Although a number of companies went through this initial pre-engagement process, six companies 
were selected onto the OCP Programme and undertook the Baseline Assessment Survey. Table 29 
presents a summary of the chosen participating companies. 
 
Company Products Location 
1 A surface coatings specialists Liverpool 
2 A plastic blown and extrusion manufacturer   Liverpool 
3 A precision engineering business Liverpool 
4 A specialist brake liner manufacturer Wirral 
5 A specialist coatings and lubricant manufacturer  Liverpool 
6 A specialist spring manufacturer. Lytham St Anne 
 Table 29: Summary of OCP Participating Companies 
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The companies selected were from a variety of sectors and differed in size. This allowed for an 
assessment of the model within a range of contexts. Within each SME company, the first task was 
to identify Champions who would then work with the trained OCP Coaches.   
 
Baseline survey visits were planned and conducted within each company and the data analysed 
using SPSS software. A report for each company was produced and delivered to the Senior 
Management Team.  These reports highlighted the perceived strengths and weaknesses based on 
the criteria evaluated via the survey. A summary of the areas where weaknesses were highlighted 
(the higher the score the greater the importance of perceived change) is presented in Table 30.  
 
 Co. 1 Co. 2 Co. 3 Co. 4 Co. 5 Co. 6 
Leadership  3 2 2   
Policy and Strategy  5 5 2 1  
People    4 2   
Partnerships & Resources 2 1 3 1 2 1 
Processes  1 1 1  1 
Performance Criteria 1  1 1 1 1 
Table 30: Summary of Areas of Weaknesses Highlighted during Data Capture 
 
Following the delivery and initial discussions of the Baseline Reports and in preparation for the 
impending OCP Launch Event, companies were asked to prepare a brief Company Presentation 
that they would share at the launch event. This was aimed at providing an outline of the company, 
their products and services, their size and location, their staff and their perceived current issues. 
 
 OCP Coach Training Programme 
In parallel to inducting the interested companies onto the OCP programme, volunteers from GFT 
undertook the coach training course. Over 35 staff volunteered for the course and 18 were selected. 
The first selection process ensured that a cross section of staff at differing levels from GFT were 
available. A secondary factor for selection was prior engagement from staff in the GFT Blue Sky 
Programme. The 18 volunteers included Managers, Supervisors, Team Leaders and Operational 
staff from GFT. Those not selected for the first course were put onto a reserve list for future 
courses and companies that may participate in OCP on an on-going basis. The Personnel 
Department at GFT ensured volunteers not selected were communicated to and understood the 
reason for not being selected at this stage. GFT staff selected undertook the Business and 
Workplace Coaching Module accredited by LJMU. The four day Coaching Course ran as per the 
timetable outlined in Table 31. 
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Table 31: Business and Workplace Coaching Course Timetable 
 
The training sessions were scheduled to allow delegates to develop their skills between sessions.  
The OCP Coaches practiced their newly developed coaching skills both with their peers whilst on 
the course and also with staff back at GFT. This allowed the coaches to achieve the required 
number of hours coaching to fulfil the requirements for the course. Prior to the launch of OCP 
Coaches attended a session to train them on the OCP processes and in the completion of the 
necessary documentation that was a requirement of OCP. Coaches attended the OCP process and 
documentation training on 27
th
 November 2006. 
 
 Assigning OCP Coaches to Participating Companies 
In order to allocate coaches to participating companies, the Steering Group met and reviewed the 
Baseline Reports that had been created from the baseline survey to identify the areas where the 
reports had highlighted specific problematic areas. The information records from each company 
were also reviewed by the panel to help identify a good match between the companies and the 
coaches. After deliberation, the coaches were allocated to the participating companies.  
 
Each company was allocated three Coaches who would work with Champions on project that 
would be identified during the Launch Event and subsequent meetings. Coaches were notified of 
their designated companies and an overview brief of the company was distributed to the coaches 
so that they could familiarise themselves with the business and industry sector. Coaches were 
encouraged to undertake additional research to ensure they were comfortable in meeting their OCP 
Company. OCP activity packs were developed to support each Coach and Champion through their 
transformation journey.  These packs provided clear guidelines and incorporated a series of forms 
that were completed by the coach/champion partnerships as progress was made.  The forms were 
used to report activity and monitor progress and are collated periodically by the OCP Project Co-
ordinator.  Should partnerships fail to comply with the requirements of the project, the Project 
Team will intervene to offer support to the partnerships.   
 
Session Outline Date 
Day One – Introduction to Business and Workplace Coaching  4th September 06 
Day Two – Tools and Models for Coaching 25th September 06 
Day Three – The Art of Coaching Practice 16th October 06 
Day Four – Monitoring Process and Performance 6th November 06 
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 OCP Launch Event  
The official OCP Launch Event took place on 8
th
 January 2007. Coaches, Company Champions 
and Company Senior Sponsors attended the event along with the OCP Project team.  Four 
participating companies attended the event as two companies decided to delay the start of the 
programme due to extenuating circumstances. 
 
One of the original companies who had expressed interest in OCP – Company 2 withdrew from 
the programme due to financial concerns which were taking up the time of the Senior Management 
Team. After an exit interview with the OCP Project Co-ordinator it was agreed to suspend the 
intervention and a replacement company to join the programme would be identified. 
 
As planned, each of the companies who attended the Launch Event presented an outline of their 
company to the group and described a rationale as to why they wanted to participate in the 
programme. Each partnership (coaches, champions and senior sponsor) then broke into focus 
groups where they worked on setting the main agenda for their OCP Partnership.  A member of the 
OCP Project Team facilitated the session. The main agenda is a summary of the chosen projects 
that the partnership would like to focus their initial attention. These may have been areas 
highlighted by the baseline survey or other areas that the company bring to the table.  Once the 
main agenda was established this was signed off by the senior company sponsors to endorse the 
commitment to the programme.  Each partnership was able to identify three initial projects within 
the main agenda. Following discussions, each partnership assigned Champions to lead each project 
and an appropriate Coach was confirmed. 
 
At this stage the partnership undertook a stakeholder analysis of the projects in focus so as to 
determine a project team that would deliver each project. After some deliberations small teams 
were identified. During this stage the OCP facilitator worked to encourage the partnerships 
through the process. Coaches began to undertake their role in supporting the champion to define 
the project and assist in the identification of key stakeholders. By asking insightful questions the 
coaches were learning more about the situational context of the projects. The Champions, with the 
support of their coach and senior sponsor began to scope their projects by defining their objectives, 
identifying scope and establishing criteria for success. Initial project tasks were highlighted 
although it was recognised that the project team would need to review these plans once they were 
formed. The titles of the proposed projects are presented in Table 32. 
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Company Projects Titles 
Company 1 
 
Shop floor effectiveness 
Team based working 
Company 3 Work area improvement 
Team based communication 
Company 4 
 
Work area improvement 
Communication 
Company 5 
 
Re-work 
Communication 
Cross functional teams 
 
Table 32: OCP Projects Identified during Launch Event 
 
At the end of the Launch Event each partnership had set their main agenda, assigned an OCP 
Champion to each of the projects identified, had undertaken a stakeholder analysis of the projects 
in focus and had identified a team who would support in the delivery of the project within the host 
company. Coaches had started to embrace their roles to support the partnerships and had begun to 
build rapport with their Champion and Company Sponsor. The next steps of the OCP engagement 
were discussed prior to the partnerships leaving the OCP Launch Event. Companies went back to 
their respective companies to communicate their OCP Programme to the wider company 
community. Stakeholders identified to participate in the team activity will be sourced by asking 
initially for volunteers from the business although if this is not effective the Senior Sponsor and 
Champions will approach individuals to support the initiatives. Coaches organised visits to their 
partner company to gain a deeper insight of their business and to see how they were progressing. 
Feedback from the launch event was sourced, highlighting that participants had left the Launch 
Event feeling that they had achieved a great deal from the session and were motivated to continue 
the programme upon return to their businesses.  
 
The Launch Event acted as a catalyst to the OCP process. As per the OCP model (Figure 44) the 
initial phase of setting the strategic objectives for the intervention was complete. 
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Figure 44: Detailed OCP Engagement Process Model 
 
 OCP Phase Two Implementation 
Following the Launch Event, each OCP partnership returned to their company armed with their 
main agenda, project outlines and stakeholder analysis to launch OCP within the company. 
Although the initial project plan was outlined this would need further work once the project teams 
were formed. 
 
Phase Two of the OCP Engagement Process involved the practical challenge of planning and 
implementing project improvements.  Each Coach worked individually with their partnered 
Champion to help define their project goals and develop an implementation plan.  Coaches 
encouraged Champions to set realistic targets and get support from within their organisation to 
implement actions.  Coaches and Champions met formally once per month however, they 
communicated by other means, such as telephone or email, on a more regular basis. 
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In order to communicate OCP progress to their staff and recruit volunteers, each company 
undertook the next phase of the process in slightly differing ways to achieve the same end. Their 
goal was to form project teams and deliver a detailed project plan that would be signed off by the 
senior sponsor. It was important to allow local flexibility within the Framework as long as the 
desired outcome was achieved. This would ensure acceptance of the OCP programme within the 
companies and encourage continued engagement of the change model beyond OCP. One 
company, (company 5), held an all company OCP event and presented their main agenda to the 
staff. They also outlined the three projects selected and asked for volunteers to join the teams. 
They created an OCP communications board visible on the shop floor where they would present 
progress for their projects going forward. They also gave each of the project teams dedicated 
budgets and times to organise meetings to progress the projects within the working day. The 
Champions were from a cross section of the business and included a manager, a supervisor and an 
operator. The Champions would also be given time each week to meet together as a team to 
support each other and share ideas. 
 
Company 1, took a different approach and teams were instead assigned by the senior sponsor onto 
the projects. Formal communication of OCP progress was achieved by the internal intranet site set 
up for OCP. The champions were again a cross functional slice including a manager and two team 
leaders from different parts of the business. Company 4 made a decision that each project would 
involve all of the OCP Champions with additional support from others within the business but 
primarily only involving the Champions. This approach was undertaken as the company had 
limited resources and employed only 23 staff on site. Each Champion led their own project but 
was also a team member for other projects. The final company, (Company 3), had chosen all of its 
Champions to be operational staff from within the business. Two Senior Sponsors supported the 
programme and in order to communicate OCP to the staff again had an OCP notice board and a 
series of communications, including a notice board, briefings in team meetings and an all plant 
presentation to launch the programme within the business. Although the company did not request 
for volunteers to join the project teams, the Champions asked specific staff to join the teams.  
 
All the partnerships progressed with their OCP interventions over the coming months and 
coaching visits became a regular occurrence. An OCP website was set up and offered guidance 
towards the process.  It also offers a window to display the successes of the project to the wider 
community.  Each partnership is encouraged to offer stories of success as they occur within the 
project.  These stories feature on the website and act as encouragement to other partnerships.   
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To monitor progress each partnership was required to send formal reports into the OCP 
programme office following a project intervention meeting. This brief report outlined basic 
information on project progress since the last meeting, actions agreed for the next period and 
issues that need to be cascaded to the OCP team or to the Senior Sponsor. Between visits the OCP 
Project Champions’ record activity within the business for their project. This is an important 
aspect for the funding body as beneficiary time has to be captured. Beneficiary time is the 
contribution in kind which allows for match funding within the programme. Champions record any 
project meetings they hold and any activities they deliver. This not only meets the requirement of 
the funding body but also helps champions when reporting progress to their Coach. 
 
The OCP Programme Co-ordinator visited the participating companies on a quarterly basis to 
collect the beneficiary data capture forms and to get the time taken signed off by the Senior 
Sponsor. This intervention acts as an additional monitoring process to highlight progress or resolve 
issues highlighted by the project team. Sponsors are also updated (if not already in the loop) of 
project progress. Also on a quarterly basis the Coaches held their own review session.  At this 
meeting Coaches supported each other and shared best practice.  A similar session was organised 
for Champions within each company. These peer group meetings acted as a further means of 
communication for the project and provided stimulus for progress.  At all sessions facilitators from 
the Project Team supported the participants.   
 
The OCP steering group also met on a quarterly basis and a written report was collated by the 
Programme Co-ordinator to highlight progress against plan to the group. This was a way for the 
GFT team to realise the progress made by the support their Coaches were making to the 
partnerships. At this meeting progress of individual Coaches and the impact that OCP was having 
to individuals within GFT was presented. This gave GFT Senior Managers a good insight into the 
development of their staff. 
 
 On-going Training  
In addition to the Coach training provided to OCP Coaches and introductory OCP process training 
for Coaches and Champions a number of additional training sessions were delivered. This included 
training Champions in coaching skills, coach training for additional OCP Coaches, on-going 
Coach Peer Support Training and one to one training in preparation for Project Closure. 
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Coach Training  
Once the OCP programme was operational it was imperative to up skill the Project Champions in 
coaching skills to allow them to work more effectively with their project teams. All Champions by 
this stage had been recipients of coaching, via the partnership, and therefore appreciated the power 
of the technique within the learning process of OCP. A number of Coach training sessions were 
organised so that Champions could attend and build up their skill set. In total three Business and 
Workplace Coaching courses were delivered during the OCP Programme. Attendees were able to 
work towards an accredited programme of certification. These included Champions and also 
additional staff from GFT. A summary of attendees is presented in Table 33. 
 
Complete Deferred Withdrawn Total 
28 9 5 42 
Table 33:   OCP Coach Training Summary  
 
A total of 42 people attended the four day training course and 28 successfully completed and 
gained their certificated learning. On the surface the completion rate may seem low, however 
Senior Managers from the participating companies attended the course from an awareness 
perspective and although they were allowed to complete the assessment, many chose not to. Of the 
9 who deferred, this included 6 Senior Managers. An additional 5 delegates withdrew from the 
course due to work or external personal pressures or because they left their employment during the 
programme. 
 
The coach training not only up skilled Champions as Coaches, it also allowed the Champions to 
share experiences in an informal setting. Within each delivery of the course representatives from 
each participating company took part. As part of their personal development, and the course 
assessment, delegates had to demonstrate the use of their coaching skills.  
 
Coach Peer to Peer Support  
A number of additional training sessions were put on to support the OCP Coaches. Two 
specifically aimed at enhancing their coach skill set were delivered in early 2007. A copy of the 
OCP Coach Refresher Course can be found in Appendix J. 
 
The coaches were also encouraged to provide peer support and when allocated to the partnerships 
were done so in teams to support each other.  
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Project Closure Training 
A session was organised with the coaches to help plan for project closure. This was to ensure that 
the closure process was managed and the relationships within each partnership effectively closed. 
The OCP Project Co-ordinator worked with both OCP Coaches and Champions to ensure the 
smooth closure of the OCP programme. 
 
 OCP Mid-Term Conference 
The OCP Mid-Term Conference took place on 25
th
 June 2007 at the Peter Jost Centre, LJMU. This 
event was primarily focused on capturing some of the beneficiary outputs of the Project to date 
and to allow Partnerships to share experiences and successes. All involved Partnerships were 
represented at the event including the Host organisation. Other wider stakeholders such as funding 
bodies and knowledge partners also attended. 
 
At this stage Company 1 had withdrawn from the programme due to external pressures on the 
business. The company had recently acquired a business in Poland and was in the process of 
acquiring another business in China. After an exit interview with the Project Co-ordinator it was 
agreed that OCP was an additional burden on the current operations of the business and the Senior 
Managers could not commit time to OCP. During the Conference it was deemed appropriate to 
honour the academic success of the Coaches who had completed their Certificate of Professional 
Development (CPD) in Business and Workplace Coaching (Figure 45).  The Pro Vice Chancellor 
of LJMU presented the Coaches with their graduate certificates at an award ceremony at the start 
of the OCP Mid Term event. The Pro Vice Chancellor congratulated the graduates and commented 
on the significance of the OCP project to the university and its contribution to the local 
community. The Director of the Liverpool Business School also congratulated the graduates and 
spoke about how proud the school was in supporting this project which aligned so well to the 
mission of the university in promoting action research.  
 
 
 
Figure 45: GFT Coaches and Tutors at the OCP Mid-Term Event 
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Following the award ceremony the activity of the day commenced with participants going into 
break out rooms to undertake workshop activities. During the first workshop the Partnerships were 
asked to discuss the tangible successes or highlights of the project to date from the perspective of 
all the stakeholders of the Project. A summary of the outcomes were presented by the facilitators 
to the wider group to ensure successes were shared by all participants.  
 
There were a number of common themes which emerged from the presentations including: 
 
• All partnerships had seen successes via the improvement projects set up by the OCP process 
• Coaches were proud to be associated to the Partnerships and had benefited in their own personal 
development 
• OCP had been seen as a catalyst for driving change within the Partner companies 
• The visits by the coaches had ensured progress had been steady and continued 
• GETRAG had started to see the benefits through the confidence of the coaches within their own 
workplace 
• Coaches had been very encouraging and supportive throughout the process 
• Additional training needs had been identified and the OCP team had sourced additional funding to 
support the implementation of training for both GETRAG and the SME’s. 
 
The second workshop of the event was aimed at looking at how improvements to the OCP process 
could be made and the discussions focused on how we can report better. Participants were split 
into groups and again a summary of the discussions were presented to the wider group by the 
facilitators. Common themes again emerged from the presentations including: 
 
• Champions were initially vague about the process and there needed to be improved materials to 
support them at this stage 
• Coaches would like to know more of what is happening at the Partner companies in between 
meetings.  
• The OCP Co-ordinator has been core to information provision in guiding the Partnerships through 
the process 
• Reporting action identified at a coaching session to the company and the project team was limited by 
the forms, this needed looking at further. 
 
Following the morning session the participants enjoyed a buffet lunch where again time was given 
to share stories and practices of the programme. This was an important part of the event in 
allowing participants to share their stories between each other in an informal manner. It had been 
some time since the initial Launch Event and therefore the session allowed participants to discuss 
their progress to their peers.  
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The afternoon session of the Mid-Term Conference focused on allowing the Partnerships to re-
consider their original objectives and to re-align their projects. Partnership coaches and champions 
met as a team and then individually to set actions for the next period.   
 
Overall the Conference was very productive and the OCP Team took the output from the event  
and developed an action plan for the improvement of the OCP process. It also supported the 
collation of tangible data that will allow for assessment of the project.  
 
Following the Mid-Term Conference the OCP Programme continued as planned with the 
Partnerships meeting to discuss progress and on-going monthly reports being submitted to the 
OCP office. 
 
5.3.5 Phase Five OCP Programme Review 
OCP came to completion late in 2007. Only three of the original OCP participating companies 
fully completed the intervention. These were Companies 3, 4 and 5. The companies, who did not 
complete, (Companies 1, 2 and 6,) undertook exit interviews conducted by the Project Co-
ordinator to identify why they were not able to continue. Their rationale to leave the programme 
was not due to the Programme failing but due to other external pressures. 
 
A full review of the interactions that took place between each of the partnerships was reported to 
the funding body. This included a review of the time spent on the programme, number of projects 
completed and outputs achieved. A review with the host organisation also formed part of the 
evaluation of the programme. During the exit interviews for companies who completed OCP the 
Project Co-ordinator captured the achievements from the Partnerships. The highlights are 
summarised in Table 34. 
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Company Project 
3 Work Area improvements 
 Major rework in canteen area and toilets 
 Work uniforms purchased and worn by all employees – improved pride, improved 
marketing of the brand. 
 Job role name change from Labourer to  Production Assistant – leading to improved 
morale  
 Reorganisation of production duties 
Communication 
 Notice boards with KPIs placed in all areas to improve communication. Teams have 
taken responsibility for the boards and are actively keeping them up to date. 
 Suggestions welcomed for work area improvements and these are coming in each month. 
 4 Working area improvements 
 5 ‘S’ Implemented in 25% of production area 
 Capping equipment purchased reducing dust contamination by 60% 
 Cleaning Rotas now in place 
 Computer generated work cards introduced 
Communication  
 Questionnaire designed and distributed 
 Analysis created action plan for improvements 
 Notice Boards introduced 
 Newsletter introduced 
 Staff training on Microsoft Publisher, Excel, time management and managing priorities 
5 Work area improvements 
 Rework has been reduced by 67% since the start of the project following a root cause 
process. 
 Improved health and safety procedures 
Communication / Cross Functional Teams 
 Notice boards have been implemented across the production areas leading to improved 
reporting and communication mechanisms 
 Teams are now selected to work on problem areas based on their skill set and knowledge 
expertise. This is leading to sharing of knowledge across the business and providing people 
opportunity to work together which had not been there before 
Table 34: Highlighted Outputs from OCP Interventions 
 
 OCP Participant Reflections  
A number of reflections were captured from the participants of OCP. These were captured shortly 
after the formal closure of the programme. The reflection process was designed into the OCP 
programme.  
 
For LJMU there is significant kudos in managing a £450k project funded through ERDF.  This 
indeed fits into the university strategic plan in working closely with the local community.  The 
Chief Executive of the NAA reported: 
 
“Organisational change has been identified by the automotive sector as a crucial element in assisting 
companies to improve their competitiveness in the global marketplace.  The initiative that the University 
has undertaken with GETRAG has been a catalyst in motivating companies in the automotive 
manufacturing supply chain to recognise the need for, and engage in, the organisational change 
process”. 
Research Interventions – Phase Two 
 
188 
The staff from LJMU had the opportunity to review the programme at GFT which has helped in 
the creation, development and rollout of a practical organisational change model. This keeps 
academic staff close to industry and enables the development of innovative teaching materials due 
directly from the experiences gained within the project. The funding has enabled the university to 
employ a dedicated Researcher within the project to undertake and manage the day to day running 
of the project.  It is anticipated that a number of academic papers will be produced by the project 
team during the course of the project. This research output will be presented at conferences and 
submitted to appropriate journals. 
 
Longer term the relationship with GFT and the SME partners is expected to produce additional 
training programmes or commercial activity for LJMU.  The university have indeed delivered the 
business and workplace coaching training to the staff from GFT and will soon commence the 
delivery to champions from the SMEs.  The Financial Manager from GFT, who was selected as a 
coach and is now working with one of the SMEs on the projects stated: 
 
“I have been on many, many training courses during my career but the business and workplace 
coaching course is probably the best I have ever attended.  The course was professionally structured and 
well-presented but most importantly was kept interesting throughout and has had immediate practical 
effects.  All attendees were fully engaged throughout the three days and have taken away skills that they 
are now using in live situations coaching local SMEs.  I am confident that the coaches you trained and 
the SMEs now being coached will all benefit from the excellent course”. 
 
For GFT especially, the OCP project has already realised several benefits. During stage one the 
Blue Sky programme had been analysed by the Researcher and a report presented to highlight 
where improvements could be realised.  GFT had access to leading academics for the duration of 
the project to provide advice and support where necessary. The first cohort trained in business and 
workplace coaching were twelve staff selected from GFT.  They are now utilising these skills in 
live environments and will gain an accredited qualification for their hard work.  These skills and 
on-going experiences are contributing to the personal development of GFT staff.  The partnering 
of staff from GFT and Champions at the SMEs contributes to the strategic objectives of GFT to 
contribute to the community.  The Plant Manager from GFT stated: 
 
“I am extremely pleased that GFT has partnered with LJMU in the development of the Organisational 
Change Pilot programme.  We at GFT are rightly proud of our own Blue Sky organisational change 
programme that transformed our operation following our separation from Ford.  We are delighted to 
have the opportunity to share our experience with companies in our supply chain.  The coaching training 
provided by the University has proved an exceptional success.  The coaches have found the experience of 
working with SMEs as part of the OCP both enjoyable and stimulating and they have brought this 
enthusiasm back into the workplace”. 
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Indeed the trained business and workplace coaches are now using their new skills within their own 
work environment.  A programme to train other staff from GFT is now underway and mechanism 
to cascade this within the organisation is planned. 
 
For the SMEs involved in OCP, any benefits were at a very early stage.  However developing their 
main agenda had given each of the company’s focus that they did not have before the project 
began.  Over the following months the Champions would work with their Coaches to plan and 
implement change.  The training of the Champions will proceed, however they are seeing first-
hand the impact of Coaching to themselves as they work with their partnered Coach. One of the 
Champions from an SME stated: 
 
“We are proud to be a pilot company for the OCP programme.  Guided and assisted by the excellent 
Coaches from GFT we have already begun to see the benefits of the programme.  Communication 
between Operations, Sales, Finance and Warehouse staff has never been better and we are designing 
and implementing new policies for success.  I look forward to my own coaching training with eager 
anticipation”. 
 
These quotations were captured during the final interviews with participating OCP companies 
based on informal discussions. 
 
 Independent Evaluation of OCP 
Following on from the internal evaluation of OCP, the NAA commissioned an independent 
Consultant from Lancaster University Management School to undertake an external and 
independent evaluation of OCP. 
 
The brief outlined by the NAA requested that the independent review examine: 
 
 The economic benefits or otherwise of OCP 
 The personal development benefits to the individuals who participated  
 The content and details of the knowledge transfer (i.e. what was learned) 
 The impact of the models in assisting the strategic thinking ability in the companies 
 Transferability of the model to other sectors and smaller/larger companies 
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The approach adopted by the Consultant was via a documentation review and interviews with key 
stakeholders of the programme. The review was carried out by visiting the Companies where OCP 
had been piloted and interviewing staff who had been involved. The visits included meeting Senior 
Managers, taking site tours and talking to staff who had been involved as Champions, Coaches or 
team members. Where available, performance data was analysed to assess the impact of projects 
and the changes which the projects had made on the wider performance of the company. In every 
case the person (or people) interviewed received a copy of the visit report to check for 
misunderstandings or inaccuracies. 
 
The key findings from the Evaluation Report delivered by Mackness (2008) are summarised in 
Table 35. 
 
1.  OCP projects have delivered some economic gains to the participating companies but this might 
not be the main gain from the implementation of OCP. The projects themselves could be seen as 
rather limited in scope however open the way to larger projects and this suggests that the model 
could be developed more as a way of learning about implementing change in small organisations 
rather than managing wholesale change. 
2.  Almost all the individuals who participated with OCP speak positively about their learning both 
from training events and contact with coaches.  
3.  The transfer of learning has been significant in many ways, particularly in building individual 
and organisational confidence about managing change. Where companies are already 
experienced with managing change, the learning has been even more pronounced. 
4.  The influence of OCP on strategic thinking ability in the companies has been limited.  This is not 
unsurprising because the focus of improvement projects has been on operations rather than 
strategy. However as familiarity with the change process increases, then OCP could have a 
bigger impact on strategic thinking ability. 
5.  The transferability to other sectors and smaller/larger companies is not proven yet. The sample 
was small and involved only small companies in the Automotive Sector in the North West. There 
were questions posed about the process of matching coaches to champions and this would be a 
significant factor in considering the model’s transferability across sectors and companies of 
different sizes. 
6.  There are many ideas to do things differently including stronger project management, clearer 
explanation of senior management roles and responsibilities in the process, clearer explanation 
of the purpose of progress monitoring and a more deliberate attempt to evaluate the process as it 
developed.  OCP however is genuinely innovative and is a good way of building confidence to 
change in smaller companies.  
Table 35: Key Findings of External Evaluation of OCP 
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Mackness reported that there were stories in every company visited about personal benefits for 
individuals and this is probably the main benefit of the whole programme. The Champions in the 
companies all spoke well of the coaching support and training in time management, IT and lean 
thinking. Even in the companies that disengaged, the people who were trained were positive about 
the training they attended.  For individual Champions and Team Members there was strong 
evidence that the experience with Coaches has been a positive one. 
 
The Consultant suggested that the feedback about learning from OCP by participating 
organisations had positive and negative aspects.  On the positive side, quotes included: 
 
 “There is an enormous difference in self-confidence amongst the staff with a release of latent 
ability and a greater number of volunteers for teams” 
 “A great mechanism to engage shop-floor staff and signpost a route to excellence” 
 “It showed us that we really have to pull through younger staff” 
 “We learned a mechanism to increase trust between management and the shop floor” 
 “We learned about the budding talent amongst shop floor staff” 
 “We realised how a challenge can galvanise the work force” 
 
Negative comments included: 
 
 “We were disappointed with the lack of organised networking to share learning” 
 “I’m not sure we have learned anything new which we didn’t know before” 
 “There was enough momentum in the company before to achieve what OCP has achieved” 
 “We’d expected more technology transfer from participation with GFT” 
 
Clearly there was learning through the coaching process about problem formulation, team 
working, data collection and interpretation, gathering improvement ideas, working out how to 
organise action to improve and monitor the improvement. The Consultant suggested that there was 
no direct evidence that the strategic thinking ability in companies was affected by the project. 
However perhaps it would be surprising if this was the case since the focus of the programme in 
practice has been on operational change rather than strategic change. In Company 3 and Company 
4 the programme was seen as part of an on-going improvement activity along with others that the 
companies were doing and the principal impact was at an operational level. This is an interesting 
finding because it suggests that an important criterion for selection of pilot companies is that they 
are already used to change management and receptive to innovative ways to engage employees in 
the process rather than starting from scratch. 
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On the final point of review relating to the transferability of the model to other sectors, The 
Independent Consultant stated that this is a difficult question because the pilot only involved small 
companies working in the automotive sector in the North West region. One manager commented 
that “OCP was applicable to every company but needed to take account of its context”. Another 
said that “OCP would not be effective in very small companies because it’s too formal”. In another 
company it was clear that the OCP initiative had faltered because the MD had chosen not to be 
directly involved – he said that “the potential benefits did not appear to be as cost-effective as 
other initiatives and it was pitched at too low a level”. He also said that “a key issue is matching 
the coaches up to the people in the company; it’s asking a lot for a shop-floor person to coach a 
senior manager”.  In theory coaching techniques should be transferrable across different sectors 
and sizes of company but this evidence raises really important practical issues in testing this 
hypothesis. 
 
The Independent Consultant presented a SWOT analysis of the project and its delivery as an 
output of his interviews with stakeholders which can be found in Appendix K.   
 
5.4 OVERALL RESEARCH REFLECTIONS FROM THE OCP INTERVENTION  
There are a significant number of learning points that can be gleaned from reflecting on the OCP 
process.  It is important to reflect on the application of the Participatory Intervention Framework 
via a number of viewpoints. In particular to review the Framework as: 
 
 An audit tool – to evaluate GFT Blue Sky Programme 
 A framework to design effective participatory interventions – via OCP 
 To examine the strengths and weaknesses of the Framework and to present improvements. 
 
5.4.1 The Participatory Intervention Framework as an Audit Tool  
In Phase One of the OCP Programme the Participatory Intervention Framework was used as a tool 
to audit the GFT Blue Sky Programme. In principle the audit took a process view using the 
structure of the Participatory Intervention Framework as a model to map against Blue Sky process 
and policy. Overall the Framework proved to be effective and allowed the Researcher to quickly 
grasp an insight into the processes adopted by the Blue Sky Programme and model these using the 
Level 0, 1 and 2 templates. Weaknesses in the Blue Sky approached were highlighted and 
presented to the Blue Sky Team at GFT who assessed the findings to improve their change 
programme.  It can be therefore concluded that the Participatory Intervention Framework proved 
to be a useful mechanism to evaluate an existing Change Programme. 
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5.4.2 The Participatory Intervention Framework as a Design Framework 
During Phase Two of the OCP Programme the Participatory Intervention Framework was used to 
design the OCP Intervention. The model was used to provide structure to formalise the process 
which would be adopted in managing the relationships between the participating companies, the 
host organisation and the research team. This allowed the team to develop guideline documents 
that were used both at a strategic level within the programme and at a local operational level. The 
guideline documents assisted in driving forward the successful implementation of the model in 
practice. 
 
As a higher level methodology for managing multiple engagements via OCP across several 
organisations within the supply chain, the framework was effective and allowed for the 
deployment of staff to manage and co-ordinate the interventions both locally (within each 
organisation) and between the group. The structure indeed allowed for the effective management 
of multiple interventions in a controlled and co-ordinated manner. The process itself acted as a 
self-regulatory function that continually reviewed the performance of the process (as a whole) 
against its target policy (aims and objectives). At a local level, within each company, revisions 
took place when and where necessary to improve the working of the framework in practice and 
allowed local practices to be incorporated within the framework. 
 
The framework also enabled clarity in roles and responsibility for the OCP team to be established 
and monitored through the life of the programme. The structure also allowed for on-going 
monitoring in several areas to ensure weaknesses in the main were addressed.  The process 
allowed for the development of clear guideline documentation and training materials that were 
used skill the Coaches to support the Champions in each Partnership. Champions went on to equip 
themselves in the skills of coaching to ensure they were able to maintain the skills and competence 
within their own organisational context beyond OCP. On-going training and peer support sessions 
enhanced the knowledge of the newly acquired skills of both Coaches and Champions.   
Opportunity to share experiences, either via the training sessions or planned events within the 
programme, allowed knowledge to be shared within and across the participating organisation. 
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5.4.3 The Participatory Intervention Framework Strengths and Weaknesses 
In terms of strengths of the Participatory Intervention Framework it is clearly evident that the 
structure of the framework itself allows for the design of effective management of change. This 
effectiveness allowed multiple organisations, with differing needs, complex cultures and a variety 
of skill sets to work together to an agreed target outcome. 
 
The Framework allowed effective design of processes which were able to be communicated and 
shared by all of those involved. The recursive nature of the model embedded processes locally that 
could be continued beyond OCP through the transfer of knowledge and the developed empirical 
skills of the participants who took part. OCP was managed by the funding authority namely the 
NAA. However, it became clear that a major weakness of the implementation of OCP was the lack 
of overall Project Management. At a local level, i.e. within the participating companies, local 
management was effective and motivation to change was strong. The lack of overall co-ordination 
weakened the impact of the OCP model although overall improvements were realised. 
 
It was noted that the number of successful completions of OCP was considered a weakness. Indeed 
three of the six companies who signed up to OCP did not complete and withdrew due to other 
commitments. A number of conclusions can be drawn from this observation. Firstly the readiness 
for change by a company before embarking in this kind of initiative is critical. An evaluation of 
this would improve the effectiveness of those who participate in a further roll out of OCP as the 
number of participating companies has an impact on the other participating companies. In other 
words the companies boost from each other’s successes and this encourages and motivates the 
other participants as well as the coaches and the host organisation that benefit from the 
engagement of change. In all of the three cases who withdrew from the programme, external 
influences played a key part in the decision to withdraw from the programme.  A second 
observation from the companies who withdrew from the Programme was the lack of Senior 
Commitment to the Programme. In all cases where companies withdrew, Senior Sponsorship was a 
key factor in the decision to leave the programme. It can be concluded therefore that Senior 
Sponsorship and vision of the process is a key factor to on-going commitment, allocation of 
resources and motivation to engage the workforce.  
 
The cybernetic designs of the core processes of OCP have provided a structure which has proved 
effective. The embedded systems and processes and interactive engagement of the participating 
companies has provided a catalyst for stimulating and promoting change.  
 
Research Interventions – Phase Two 
 195 
As shown in Figure 46, as Organisation A shares or communicates their change successes to the 
other organisations in the OCP Programme via the designed communication channels this creates a 
perpetual motion that motivates other organisations and appears to act as an additional stimulus 
which contributes to driving forward change. Examples of this Catalytic Stimulus include: 
presentations at midterm events of success stories, news articles posted on the OCP website or 
channelled via email by the Project Co-ordinator following visits, conversations between 
Champions during training sessions and conversations between the Champions back at the host 
company. In effect the Catalytic Stimulus provides a Virtual Change Machine contributing to the 
overall effectiveness of the model.  
 
 
Figure 46: Cybernetic Model of Change Showing Catalytic Stimulus 
 
Overall the application of the theoretical models within Research Intervention Phase Two has 
proved that the Participatory Intervention Framework has been successful in the design and 
management of a complex change programme that was set in a cross industry setting. The 
robustness of the design process has allowed structure whilst allowing for localised differences to 
be accommodated within the model. Evidence of cross company stimulus enhances the 
effectiveness of the overall model. Improved change process mechanisms within each participating 
company has embedded the conditions for change which allow for long term viability and 
sustainability once the programme ends.  All lessons learned from the research reflections and 
independent reviews have been taken on board by the Programme Team and changes to improve 
OCP were undertaken. As a consequence OCP2 was launched in 2008.  
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5.5 SUMMARY 
This chapter has presented the research intervention within Situation D. The Organisational 
Change Programme (OCP) was designed, developed and implemented through the adoption of a 
Participatory Intervention Framework that emerged in Chapter 4. The Framework was used to 
audit an existing transformation programme and to design the operational and management 
processes to deliver OCP. A full evaluation of OCP has been presented and lessons learned to 
improve the Framework presented. These conclusions will be taken forward into Chapter 7 of the 
thesis where empirical reflections will be made. The following Chapter (Chapter 6) presents a 
further application of the Participatory Intervention Framework which allowed for the design and 
application of rapid change intervention within a number of organisations of various sizes and 
across a range of industry settings.  
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6 RESEARCH INTERVENTIONS PHASE THREE 
6.1 INTRODUCTION 
The Participatory Intervention Framework emerged in Chapter 4 as an effective vehicle for the 
design, development and management of complex change within organisations. This model was 
further tested within the Northwest Automotive Supply Chain through the successful completion 
of the Organisational Change Programme (OCP) in Chapter 5. In this Chapter, the application of 
the Participatory Intervention Framework is further applied to test the robustness of the framework 
to deal with Rapid Change within a limited timeframe. This application, developed for the Culture 
Change Initiative (CCI) programme will be presented and evaluated. Conclusions will be drawn 
and reviewed in Chapter 7. 
 
6.2 BACKGROUND 
In June 2008 the Researcher was approached by The Manufacturing Institute to undertake a Pilot 
Culture Change Programme. Based in Manchester, The Manufacturing Institute aims to help 
manufacturers achieve best practice and optimise profits on the road to world class manufacturing 
standards. Through a network of supporting world leading academics combined with the 
pragmatism of industrial experts, some 4,000 companies so far – both large and small - have 
benefited from productivity and skills improvements. The Manufacturing Institute delivers the 
Manufacturing Advisory Service (MAS) in the North West of England, having been appointed by 
the North West Regional Development Agency as The North West Regional Centre for 
Manufacturing Excellence. This allows them to offer selective funding to assist manufacturers to 
achieve best practice. 
 
“Since 1995 The Manufacturing Institute has worked with more than 30,000 manufacturers in 4,000 
companies to deliver competitive advantage from hard hitting education and productivity improvement 
programmes. Through The Agenda for Change programme we are now ready to do much more to 
advance North West manufacturing”. 
Neville Chamberlain CBE, Chairmen, The Manufacturing Institute (TMI Homepage 2008) 
 
The Manufacturing Institute (TMI) is an independent charity run by manufacturers for 
manufacturers. With a passionate belief in the future of manufacturing in the UK The 
Manufacturing Institute speaks out on the urgent needs of manufacturing. 
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With significant experience in working with manufacturing organisations throughout the North 
West, the Manufacturing Institute recognised the need for culture change to support organisational 
development. The pilot programme was needed to test out a method which would engage the 
workforce in transforming organisations.  A fundamental constraint of the Programme was the 
funding element.  
 
Funding for the Programme was sourced from the North West Development Agency and a budget 
of £250,000 was awarded. A condition of the funding was that it had to be spent by March 2009 
giving a major timescale issue for the Programme. The problem therefore was to design a 
Programme of engagements which would allow interventions to take place, maximising the 
benefits to the companies taking part and leaving behind the capability to continue the learning 
beyond the programme. 
 
6.3 RESEARCH INTERVENTION: SITUATION E 
Situation E describes the research intervention which took place between November 2008 and 
April 2009. The intervention was known as the Culture Change Initiative Pilot Programme (CCI). 
 
CCI was funded by the Northwest Development Agency and was delivered and managed by The 
Manufacturing Institute.  The overarching aim of the programme was to engage with a number of 
companies in the north-west to assist them to create and embed a framework for culture change 
within their organisations. Each engagement would be a discrete intervention but would form part 
of the wider CCI Programme. 
 
The CCI Project Team, led by the author was established. The Team included a Project Co-
ordinator; a number of Consultants, Coaches and Trainers. The CCI Process Overview was defined 
(Figure 47). 
 
 
 
Figure 47: CCI Process Overview 
 
 
 
A detailed CCI Process Model was developed and is illustrated in Figure 48. 
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Figure 48: CCI Detailed Process Model 
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6.4 CCI DESIGN 
CCI was designed to meet the specific needs of the research situation, however lessons learned 
from the interventions adopted previously within situations A, B, C and D of this study played a 
significant part in the design process. The Participatory Intervention Framework was used as a 
conceptual framework to design the key operational and management processes effectively to 
deliver a multi organisation, multi industry, multi project CCI Programme. 
 
This section outlines the specific processes used within CCI.  
 
6.4.1 Phase 1  
Phase 1 of the CCI Programme provided the initial grounding for the Programme. It was intended 
to act as a filtering process to ensure the companies who signed up were ready for and committed 
to change.  The specific aims of Phase One were: 
 
 To identify potential companies to engage in the CCI Programme 
 To capture intelligence within each intervention that would inform the change initiative 
 To establish the conditions (processes and systems) for the implementation of CCI within each 
company 
 To equip individuals with skills and competence to deliver the on-going change within their 
business 
 
There were three distinct aspects to Phase 1, these being the initial sign up of the companies taking 
part, a cultural assessment and a participative event involving key stakeholders within the 
company to identify potential projects to take into Phase 2 of the Programme. 
 
 Sign Up  
Any company who expressed interest in the Programme were visited by one of the CCI 
Consultants who described the Programme in detail and outlined the commitments required. A 
Project Briefing Pack (Appendix L) was prepared which was discussed with the Senior Manager at 
the initial visit. During an initial interview the companies were probed to identify their key drivers 
for change. These included internal or external factors that assisted in gathering intelligence to 
legitimise the change initiative and ensure that the companies understood fully their operational 
external and internal environments.  Once the Senior Managers were happy to progress with the 
programme a contract was drawn up and signed. 
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 Senior Management Commitment 
It was imperative to engage the Senior Management from each company as part of the CCI 
Programme. Lessons learned from the OCP Programme in Situation D had highlighted that this 
had caused issues, therefore to enhance and test out this aspect; companies were presented with an 
outline of the specific commitments required from them during the sign up process. To also ensure 
commitment and understanding, Senior Managers were required to attend a one day course 
designed as part of the CCI Programme.  
 
 CCI Core Training Programme 
Two distinct training programmes supported the CCI Programme. The first one was aimed at 
Senior Managers and involved a one day course whilst CCI Champions undertook a three day 
training course to provide them with the underpinning skills in project management, team building, 
and project monitoring. 
 
An overview of the training programmes can be found in Appendix M. Additional training to 
support the development of staff to deliver the identified projects was provided at the company site 
once the projects were outlined.  
 
 Initial Cultural Assessment 
It was important within the study to capture data to evaluate the existing culture of each 
participating company. The CCI Pilot Programme utilised two types of survey tool; the first was a 
multiple choice questionnaire (similar but an enhanced version of the one used within OCP) and 
the second an interview model previously adopted by TMI.  
 
Participating companies were assigned a Cultural Assessment Method randomly and in each case 
an Initial Cultural Assessment Report was produced and presented to the Senior Management 
within the company. Results from the assessment were also presented to the wider stakeholders 
within the company. Reporting the outcome of the survey helped to share perspectives of the 
internal operating environment with employees and managers of the company. 
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 Participative Challenge Event 
Following the Initial Cultural Assessment a Participative Challenge Event was planned and 
executed within each company. Based on the Challenge Day Framework developed within 
Intervention C, the event aimed to engage as many staff as possible within the company. The key 
drivers for change, as defined by the Senior Managers and the results of the Initial Cultural 
Assessment were presented. This helped establish the urgency for change within the company. 
Senior Sponsors attended and participated in the Challenge Event to demonstrate commitment and 
legitimise both the Challenge Event and Change Programme. Creativity techniques were used 
within the session to share perspectives of the culture between the stakeholders.  
 
The Challenge Events followed a typical format: 
 
 Welcome and Introductions 
 Quiz 
 Company Overview 
 Introduction to the Culture Change Project 
 Culture Analysis Results 
 Personality Insight 
 Company Visioning 
 Generating Project Ideas 
 Ways Forward 
 
After initial introductions and stating the aims, an ice breaker quiz was used to put participants at 
ease. In the form of a pub quiz the ice breaker helped to engage the participants in friendly 
competition in small teams.  
 
A company overview was presented by the Senior Manager and highlighted the current company 
position supported where appropriate by financial data to highlight the key issues affecting the 
company in the current climate. This aimed to provide additional insight and understanding of the 
organisational situation from both an internal and external perspective. 
 
A CCI Facilitator introduced CCI providing an overview of the Programme to assist understanding 
of the process for staff followed by a presentation of the results of the Cultural Assessment. To 
help share internal perspectives the Metaphor Exercise (as presented in Challenge Toolkit) was 
utilised followed by a Shield Exercise. Participants worked through the exercises in groups. 
Groups were changed for each exercise to help with the sharing of perspectives. Feedback to the 
wider group from each activity also enhanced the process.  
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A brainstorm session to identify potential project ideas followed. This activity helped to engage 
the participants in the change process and allowed them to share their thoughts and reservations. 
Participants were asked to generate individual ideas or suggestions for change, each written onto 
post it notes. The post it ideas were placed on a visual display wall for all to read and share. The 
ideas were categorised and grouped into themes by the participants supported by the Facilitators.  
It was possible during the sessions to create themes and prioritise potential projects. Projects 
selected through this process were taken into Phase Two of the Programme. Finally the next steps 
of the Programme were presented before the event was formally closed. This helped to manage the 
expectations of participants for what would follow whilst also explaining the process of change 
that will develop. 
 
6.4.2 Phase 2 
Phase 2 of the CCI Programme supported the design development and implementation of 
improvements within each participating company (Figure 49).  
 
 
Figure 49: CCI Phase Two Process Model 
 
A number of projects identified during Phase One were allocated to Project Champions who, with 
the support of an assigned Project Team undertook the implementation of projects. Additional 
training support, where necessary was identified and implemented to support the process. 
 
The specific aims of Phase Two were: 
 
 To facilitate the implementation of change within participating companies 
 To provide additional training to enhance the capability within the company 
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 Coaching Support 
Each Project was supported by a dedicated and experienced Project Coach who helped facilitate 
the learning process of individuals, groups and the organisations in order to deliver change. Project 
Coaches were all fully trained in operational processes of CCI to ensure that the programme is 
effective within the short timescale.  
 
Project Coaches met regularly (weekly or as required) with Project Champions to discuss progress 
and issues that arose. Project Coaches also met (physically or virtually) to review their own 
progress and interpretation of the CCI processes to ensure they shared their experiences and 
delivered the requirements of the Programme. Project Coaches also reported progress or issues to 
the CCI Project Manager. Issues were dealt with and resolved quickly. 
 
 Mid Term Review 
To support the sharing of best practice and to gain individual feedback from the participating 
companies a mid-term review was scheduled. This was delivered in a conference style setting 
where presentations of progress were initiated from volunteer Project Champions. 
 
Workshops took place with Senior Sponsors and Champions in peer group settings to gather 
feedback regarding process and progress. This activity not only helps share ideas and best practice 
within the Programme but also provided an opportunity for reviewing the Programme processes 
which can be enhanced to support the Partnerships. 
 
6.4.3 Phase 3 
Phase 3 is the final stage of the CCI process and provides and end point to the intervention. The 
specific aims of Phase Three are: 
 
 To conclude projects and measure output and outcome 
 To review the CCI model and reflect on lessons learned. 
  
During this Phase the Cultural Assessment technique adopted during Phase 1 was repeated so as to 
compare the perceptions of staff following the intervention to those at the start of the study. A final 
comparison report was delivered and presented to each participating company. Other measures of 
output were taken and for each intervention a final report was delivered and submitted to the 
company and the funding provider.  
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6.4.4 Underpinning Research Methodology for CCI 
It is important at this stage to present the underpinning research methodology for the CCI 
Programme. The Programme follows an Action Research approach. It is complex in nature due to 
the multiple Interventions between the participating companies and builds on the lessons learned 
from the application of the Intervention Framework within Situations A-D of this study. 
 
To illustrate the complexity, we can build the Participatory Intervention Framework to 
demonstrate the approach adopted. 
 
Figure 50 illustrates the Level 0 view of the research intervention. This is a high level view of the 
overall CCI Programme. It is recognised that each participating company operates in a unique 
situation. Creating a shared view of the approach framework is critical to the success of the 
Programme.  
 
Figure 50: CCI Intervention Framework - Level 0 
 
The unique CCI situational environment is described by a) and the CCI Programme is illustrated 
by elements b) and c) where b) is the intervention process and c) the management of the 
intervention process. 
 
By committing to the CCI Programme each participating company will embark on a 
transformation process guided by the CCI protocols.  
 
With 10 companies participating the model is extended, Figure 51.  
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Figure 51: CCI Intervention Framework - Level 1 
 
 
Figure 50 demonstrates how the 10 participating companies engaging in CCI are managed and co-
ordinated.  
 
Each company is represented as an Intervention (I1 – I10) and Management (M1 – M10) function 
within its company environment (E1 – E10).  A meta-system of S2, S3, S3*, S4 and S5 functions 
are included. 
 
S5 – Policy – provides the overarching rationale and operating convention that is built into the CCI 
Programme. This was agreed by the funding body and is evident in guideline document distributed 
to participating companies. 
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S4 – Intelligence – provides at a high level the environmental scanning function which ensures that 
each Company Intervention is informed of change which occurs in the local research environment. 
Of course this function works locally within the S1 Management Function but this higher order 
scanning ensures wider issues are known and acknowledged by the S1 Operation. 
 
S3 – Management – provides the high level management of the S1 Operations. The process helps 
the S1 Operation to set realistic targets (objectives) that will meet the corporate objectives for the 
company. S3 can assist in the bargaining of resources to support the implementation of S1 actions.  
At this level the S3 can make decisions about the number of S1 Operations that are operating at 
any given time and can balance these against the normal day to day operations of the business. As 
S1 Implementations are completed and reviewed, there outputs are recorded, lessons learned and 
resources released for new emerging S1 Intervention. This is indeed a self-regulating process 
where the complexities of each S1 Intervention are taken into consideration and resources 
deployed where appropriate. 
 
S2 – Co-ordination – assists to deploy the protocols by which the S1 Operations function. The S2 
function does not take decisions but merely brings order to the S1.  
 
S3* - Audit – Provides mechanisms to monitor the S1 Operations within the context of the targets 
set by the programme. The S3* function does not interfere with the S1 but provides a reporting 
mechanism to S3. Together these additional processes enable the CCI Team to effectively manage 
the complexity of running multiple S1 Interventions. 
 
The process itself acts as a self-regulatory function that continually reviews its performance (as a 
whole) against its target policy. Revisions can take place when and where necessary to improve 
the working of the model in practice. This formula is proving to be the cornerstone for the design 
of effective Programmes. 
 
The model provides a high level view of the CCI design. It is important to note at this stage that 
each company participating in CCI operate in a unique situation or environment. This has been 
stated previously, however the environment situation represented within Figure 48 at an overall 
level illustrates the research situation for the CCI Programme. Each of the individual research 
situation environments make up the overall environment and the model demonstrates there are 
overlapping boundaries to the individual environments.  
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In each participating company a number of project initiatives run in parallel; 3-4 projects per 
company. Each project is considered as an intervention in its own right and therefore needs to be 
managed. This extends our CCI Model at a company level as defined in Figure 52. 
 
 
Figure 52:  CCI Intervention Framework - Level 2 
 
In this illustration there are three independent Project Interventions (P1, P2 and P3) within the 
context of the Company environment. Note that the model is extendable to accommodate 
additional projects where necessary. Each individual Project has its unique, but overlapping 
situational environment, within the wider company environment, with local management of each 
Project evident, i.e. P1M. At a higher level these three separate project require co-ordinated 
management which through the model is provided within the meta system functions of S3, S2, 
S3*, S4 and S5. These form part of the CCI protocols to ensure their smooth running.  
 
Local PM will be assigned to Project Champions who will need sufficient training to support the 
process. They will be supported in this function by the CCI Project Coach. At a higher level, the 
S3 Management function and S4 Intelligence function will be delivered by the Company Project 
Sponsor and Company Project Co-coordinator supported by the CCI Project Consultant/Coach.   
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Although the participating companies engage separately in CCI there are interactions, such as: 
training; reviews etc., where company participants share conversations and experiences embedding 
the process of catalytic stimuli within the framework. This is enhanced as the CCI team interact 
between the local company environments during coaching experiences, training programmes and 
monitoring visits. In effect this process enhances interactions that will take place within the total 
environment of the CCI model 
 
At this point it will be useful to discuss roles and responsibility for CCI so that these can be 
discussed within the context of the Research Methodology. 
 
 CCI Stakeholders – Roles and Responsibility 
There are a number of key stakeholders who will perform activity within CCI, these include: 
 
 CCI Programme Manager 
 CCI Lead Consultant 
 CCI Senior Company Sponsor 
 CCI Company Coach 
 CCI Company Project Co-ordinator 
 CCI Company Change Champions 
 CCI Project Teams 
 
CCI Project Manager 
 
The CCI Project Manager is responsible for the overall management of the CCI Programme. The 
role of the CCI Project Manager is to collate the outputs from each company intervention to report 
back to the funding body. 
 
CCI Lead Consultant 
 
Each company is assigned a CCI Lead Consultant. The Lead Consultant is the main contact within 
each company for the programme. The CCI Lead Consultant liaises directly with the CCI Project 
Manager. 
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CCI Business Coaches 
 
CCI Business Coaches are assigned to specific projects within the CCI Pilot programme. The 
Business Coach works directly with assigned Company Champions. Coaches will visit / 
communicate with the Champions periodically during Phase 2 of the programme. Coaches will: 
 
 Use coaching techniques to work with their assigned CCI Champion 
 Agree action plans with CCI Champions 
 Record coaching sessions and report activity to the CCI Lead Consultant 
 Identify additional training needs and report these to the CCI Project Manager 
 
Senor Company Sponsor 
 
A Senior Company Sponsor is critical to the success of the CCI Pilot programme. The Senior 
Company Sponsor acts as a figurehead for the programme and communicates the programme 
within their company.  
 
The Senior Company Sponsor appoints (or may take on the role of) a CCI Company Co-ordinator.   
The Senior Company Sponsor should agree to attend a 1 day training course A Practical Approach 
to Delivering Culture Change to assist the company in sustaining Culture Change beyond the CCI 
Pilot Programme. 
 
CCI Company Co-ordinator  
 
The CCI Company Co-ordinator acts as the main focal link for the CCI Pilot programme within 
the participating company. The Co-ordinator liaises with the CCI Lead Consultant and the 
Business Coaches. The Co-ordinator ensures that Champions are supported within the company 
and adequate resources are allocated appropriately. The Co-ordinator communicates progress on 
CCI activity throughout the company and reports directly to the CCI Senior Company Sponsor.  
 
The CCI Company Co-ordinator attends a 1 day training course A Practical Approach to 
Delivering Culture Change to assist the company in sustaining Culture Change beyond the CCI 
Pilot Programme. 
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CCI Champions 
 
CCI Champions are identified within the company to act as project leaders for identified change 
projects. CCI Champions are supported by the CCI Business Coaches. The CCI Champions help to 
identify and co-opt other members of staff onto projects and report progress to the CCI Company 
Co-ordinator. CCI Champions will: 
 
 Meet with CCI Business Coaches to develop action plans  
 Work through their action plans to implement changes within the company 
 Maintain associated records for all meetings and activities 
 
CCI Champions attend a 3 day training course Managing Culture Change – a Coaching Approach 
to support their role during the CCI Programme. 
 
CCI Project Teams 
 
A number of additional staff are crucial to the successful culture change within the company. Once 
the Key Projects are identified during Phase 1 teams are formed to work with the CCI Champions.  
 
Additional training may be identified to support the Project Team to deliver effective change. This 
training need is identified during Phase 1 and is offered to staff during Phase 2. Where appropriate 
the training is delivered within the participant company to minimise disruption and maximise 
output. The Lead Consultant liaises with the Project Co-ordinator to plan the training programme 
to support the CCI Pilot. 
 
 Identifying Key Stakeholders 
During the interview phase discussions as to the key stakeholders and their roles and 
responsibilities are discussed and clarified.  
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6.5 CCI IMPLEMENTATION 
Now that CCI has been formally designed and materials, systems and processes to effectively 
operate the Programme developed, the application of CCI within Situation E is presented. 
 
6.5.1 CCI Engagement 
A marketing campaign approached in excess of 250 companies to promote CCI. The Project Team 
spoke directly to or visited over 50 potential companies to evaluate their readiness for the 
Programme. It was imperative that companies could give sufficient time and resource to the 
programme therefore during interview the Researcher outlined the time commitment and potential 
resource requirement. A number of companies withdrew at this early stage due to other industrial 
or business pressures. 
 
Ten companies signed up to join CCI as presented in Table 36. 
 
Company Size Company Type Location Date of sign up 
1 SME Manufacturer of specialist baths for 
less abled, elderly or disabled 
Crewe 12
th
 December 08 
2 SME Manufacture of high quality air 
control systems 
Salford, Manchester 12
th
 December 08 
3 SME Manufacturer of airport lighting and 
control systems 
Warrington 12
th
 December 08 
4 SME High quality printing products Litherland, 
Merseyside 
18
th
 December 08 
5 SME Specialist magnetron manufacturer  Speke, Merseyside 5th January 09 
6 SME Presentation technology Lancaster 19th December 08 
7 LGE Chemical water treatment Northwich, Cheshire 2nd February 09 
8 SME Manufacturer of peanut snacks Aintree, Merseyside 10th December 08 
9 LGE Manufacturer of high performance 
insulation materials 
Rainford,  
St Helens 
2
nd
 December 08 
10 SME Manufacturer of panel doors Birkenhead, Wirral 15
th
 December 08 
 
Table 36: Overview of Companies Engaged in CCI Pilot Programme 
 
A summary of the key drivers for change recorded via the sign up contract are recorded in Table 
37. 
 
With the companies signed up, the CCI Programme was launched and Cultural Assessments, 
Challenge Events and training programmes scheduled.  
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 CCI Training and Support 
As planned, a number of training courses were delivered as part of the CCI Programme. These 
included training for the Senior Sponsors and Project Co-ordinators, training for the Project 
Champions, one to one Coaching Support throughout the programme and specific project support 
as identified. 
 
Senior Sponsor and Project Co-coordinator Training  
 
Two of the one day courses A Practical Approach to Delivering Culture Change courses were 
delivered, on 15th and 22nd January 2009. The Company Senior Sponsors and Project Co-
ordinators shared their perspectives of the CCI Programme through the delivery of content within 
the workshops and clarified roles and responsibility and processes. The course served to accelerate 
an understanding of the Methodological Framework which underpinned CCI in an attempt to 
ensure the skills and competences to manage change were embedded within the company beyond 
CCI. A total of 21 Senior Sponsors and Project Co-ordinators attended the training courses. All 
attendees received a certificate of attendance at the end of the course. Figure 53 shows the 
delegates at the end of their course. 
 
Figure 53: Senior Sponsors during their Training Course 
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Project Champion Training 
 
Project Champions were identified by a variety of means. This, in the main, was left to the 
discretion of the company. In some cases the Champions were volunteers who came forward 
following a request to engage in the CCI Programme, others, and mainly due to time constraints, 
were approached by the Senior Managers directly and encouraged to take part.  All Champions 
attended the three day Managing Culture Change – a Coaching Approach course that would equip 
them with the skills to work within the CCI Programme. Four courses were delivered, ensuring a 
mix of delegates at each session to ease disruption to the company’s day to day running. During 
the training, Project Champions were able to share their perceptions and reservations and the CCI 
Trainers helped to resolve any issues highlighted. They tested out their newly acquired skills 
within the workshop settings allowing them to gain competence and confidence in a safe and 
controlled environment. A total of 47 Champions received the training and were awarded a 
certificate of attendance at the end of the course. Images of some of the delegates receiving their 
certificates are presented in Figure 54  
 
Feedback from the training was sourced from the delegates of both the Senior Management and 
Champion courses. A table summarising the dates for the CCI Champion Training and feedback 
from delegates is presented in Appendix M. 
 
 
Figure 54: Delegates of the CCI Champion Training Course  
 
One to One Coaching and Project Training Support 
 
Coaches and Project Trainers were assigned to each of the CCI Companies. Coaches and trainers 
were allocated randomly based on availability. However it was agreed that should a specific 
project identified need a specialist trainer this would be made available to the company. 
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 Initial Cultural Assessment 
Following sign up, the Initial Cultural Assessments were undertaken. These Assessments took two 
forms as the pilot was testing out two models for evaluating culture. The first of these methods 
took the form of a survey based questionnaire which was distributed to as many staff as possible 
within each company. The second method took the form of a series of interviews across key 
stakeholders within each company.  
 
A summary of where each of the methods adopted and the sample size for the survey are detailed 
in Table 38. 
 
Company Method Sample Size Date of survey 
1 B Interview 50% 9th December 08 
2 B Interview 15% 7th January 09 
3 B Interview 30% 17th December 08 
4 A Questionnaire 100% 5th January 09 
5 A Questionnaire 88% 13th January 09 
6 B Interview 100% 11th January 09 
7 A Questionnaire 57% 2nd February 09 
8 A Questionnaire 56% 24th December 08 
9 A Questionnaire 51% 4th December 08 
10 A Questionnaire 51% 15th December 08 
Table 38: Summary of Initial Cultural Assessment 
 
Once the Initial Cultural Assessments were complete, reports were generated and presented to 
Senior Management at each participating company; the output of the survey was used to help 
inform the identification of projects and was presented as part of the Challenge Event 
Presentations. 
 
A summary of findings from the Initial Cultural Assessment using the questionnaire method is 
presented in Table 39. A summary of the Initial Cultural Assessment using the interview method is 
presented in Table 40. Although it is not possible to compare both methods, this data was utilised 
during Phase 3 of the CCI Programme were the Cultural Assessments were repeated. 
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 The Challenge Event 
The purpose of the Challenge Event was to allow the wider workforce to contribute and engage in 
the CCI Programme. As many staff as possible were invited to attend each event within the 
company. It was intended to be fun whilst also having the serious purpose of identifying issues that 
the participants felt was inhibiting culture. Project Coaches and Trainers facilitated the Challenge 
Events. This assisted both stakeholders to gain an insight into the culture and perspectives shared 
by the company participants during the events. 
 
Table 41 outlines the number of participants that attended each of the Challenge Events within the 
participating CCI companies, the number of ideas that were generated during the brainstorm 
process and the number of projects selected. Projects were taken into Phase 2 of the CCI 
Programme. 
 
Company Number of 
Participants 
Number of Ideas 
Generated 
Number of 
Projects Selected 
1 25 125 4 
2 12 48 3 
3** Did not participate 3 via Initial Cultural 
Assessment interview 
3 
4 9 49 2 
5 21 53 4 
6 9 55 3 
7 33 133 6 
8 21 71 3 
9 77 222 6 
10 77 142 3 
Table 41: Challenge Event Output Summary 
 
**It should be noted that one company were unable to organise a Challenge Event due to work 
pressures so the projects identified were based on the Initial Cultural Assessment Interview 
Report. 
 
Selected projects were allocated to the trained Project Champions. A summary of all projects 
identified by company and assigned Project Champions is presented in Table 42. 
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Company Projects confirmed 
1 1  Post order sales process 
2  Pre order sales process 
3  Customer Care 
4  Quality 
2 1  Holding area for assembly 
2  Sheet metal quality 
3  5S awareness for all staff 
3 1  Communications 
2  Customer Care 
3  Value Stream Mapping in luminaries 
4 1  Production Area Improvement 
2  Communications / Teams 
5 1  Product Quality improvement        
2  Workshop - lead time reduction     
3  Office - lead time reduction 
4  Component cost reduction 
6 1  Value stream mapping – sales 
2  Drawing systems 2D/3D CAD 
3  Quotation system 
7 1  Recycling of pallets  
2  Recycling of glass jars in lab 
3  Energy saving - lighting controls  
4  Energy savings - vessel washing 
5  Productivity - drumming off section 300 
6  5S awareness training - across site 
8 1  Communication Review 
2  Attitudes and Recognition 
3  Shop floor process review 1 (waste) 
9 1  Communication review and strategy 
2  Waste - Energy usage (non-furnace) 
3  Waste - re-cycling/scrap 
4  SEF1 Right first time 
5  Cross functional working 
6  Training strategy 
10 1  Communications 
2  Lean implemented in composite 
3  Team rotation training 
Table 42: Summary of CCI Chosen Company Projects  
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6.5.2 CCI Implementation 
Once each participating company had confirmed the projects, the CCI Programme moved into 
Phase 2.  
 
 Project Scoping and Team Formation 
Project Champions, supported by their assigned Coach, were responsible for scoping their 
assigned projects; determining specific goals, scope, performance measures, resource requirements 
and a stakeholder analysis to determine the Project Teams. A Project Identification Form listing 
the final Projects was compiled and signed off by the CCI Senior Company Sponsor.  
 
 Coaching Support and Monitoring Progress 
Teams were formed and the Project Champions worked hard to build team morale. Once projects 
were scoped, each Project Champion worked with their teams to deliver project outcomes. 
Coaching support was provided for approximately one hour per week per project which helped to 
drive the projects forward. This intervention maintained project momentum and provided practical 
and emotional support to the Champions. Champions were encouraged to report progress and 
refine their project plans as part of the process.  
 
Due to the overall programme timescales of CCI, each project had a finite timescale to work 
within. This provided focus for the Champions but also restricted scope. However, this did not 
inhibit projects achieving tangible outcomes. Throughout the Implementation Phase the Project 
Manager held a series of monitoring meetings with the CCI Project Team to monitor progress 
against plan. Summary Progress Reports were delivered for audit purposes. These monitoring 
mechanisms supported the overall management of the CCI Programme. 
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 Mid Term Review 
The Mid Term Review took place on 4
th
 March 2009 The purpose of the event was to enable 
participating companies to share best practice whilst enabling the CCI delivery team to identify 
areas for improvement which could be implemented before the closure of the programme.  
 
The review began by re-presenting the intended overall aims of the CCI Project. It was attended by 
the represented participating companies (Senior Company Sponsors, Co-ordinators and 
Champions), the CCI Delivery Team (Project Manager, Co-ordinator, Coaches, Trainers and 
Administrators) and CCI Sponsors (representatives from NWDA and Senior Managers from TMI. 
The initial part of the day provided an opportunity for some of the participating companies to 
deliver presentations to share best practice. Project Champions from four of the companies 
delivered a summary of their progress. These included: 
 
 Company 4  Company 5 
 Company 8  Company 9 
 
The presentations demonstrated the outcomes achieved often in visual photographic form. The 
presentations were enlightening and confirmed not only the achievements of the Projects but also 
the personal development of Project Champions. Two of the Champions had never given a formal 
presentation before and did not believe they could speak in public. Time was made available for 
participants to share their experiences informally through discussion during coffee and lunch 
breaks. Champions and Senior Company Sponsors who had previously met during the training 
sessions found opportunity to discuss their achievements and also discuss how they had overcome 
obstacles during their OCP journeys.  
 
The afternoon session of the Review took a workshop format. Focus was placed around the 
imminent Project Closure, Measuring the Outcomes of the Projects and Lessons Learned. Views 
from all participants, which included Senior Sponsors, Champions and Co-ordinators were 
gathered. A summary of Feedback from the Workshop Sessions is presented in Table 43. 
 
The Feedback gathered was reviewed by the CCI Team and where necessary steps taken to 
provide additional support for Project Champions. 
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Issue Statement Discussion Comments 
Project Closure What has to be done to ensure that 
the projects currently under way are 
completed successfully? 
 More support with funding 
 Specialist resource 
 More resource 
 How can we make sure that the 
experiences of undertaking the CCI 
projects are taken on board within 
each company and used to support 
future projects should there be no 
external support available? 
 Organisation 
 Planning 
 Motivation 
 Using people’s ideas 
 How to approach people  
 Recognising our peoples input 
 Communication 
Measuring 
Performance 
 
 
How can we estimate the 
hard/quantifiable benefits of these 
projects when, in many cases, the 
conclusions have only been 
implemented for (at most) a few 
weeks? 
 
 Graphs of non-conformances 
 Downtime M/C energy saving 
 Measure transport storage costs 
 Employee surveys 
 Post it note sessions 
 Measure teamwork success 
 VSM to measure improvements 
 Communications feedback from people 
 Finance Budget 
 Outside View 
Developing the 
model 
What could we improve?  Timescales 
 Culture Change – Sustainable 
 Senior Management – involvement 
 Business Improvement Resource 
 Project Information (Setting the scene) 
 What worked well?  BELBIN (Involve People) 
 Challenge Day (Amnesty) Bringing out issues 
 Training  
 Mapping procedures 
 Explaining Project Life Cycle 
 Across all levels 
 Shields – Company Future 
 Focus in-house training 
 Survey results 
 In house ideas 
 Why we had to change – How Why 
 Framework (Structure) to change 
 External eyes 
 Practical approach / key / reignite deliverables 
 Challenge Day / Involvement 
 Feedback 
 The way forward 
 Celebration 
 Coaching  
 Presentation Skills 
 Overall business improvements 
 Process mapping 
 Visibility demonstration 
 Team involvement 
 Motivation – Morale 
 Is there anything we can do for you 
before the end of the project to help 
with any issues raised above? 
 Post it Note list All workforce BELBIN 
 Project closure support training 
 What would you like from us after 
this project has finished? 
 
 Funding 
 More Coaching 
 More Project Support 
 Support Network 
 Advice Point 
 Pro rota Support 
Table 43: Summary of Feedback from Mid Term Review Workshops 
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 Project Closure 
Project Champions were responsible for completing and closing their Project Interventions and 
were each asked to provide a summary report of their achievements. These reports were delivered 
informally at a company meeting involving the Senior Sponsor, the Project Co-ordinator, Project 
Champions and Coaches.  
 
Planned Final Cultural Assessments were arranged and results analysed. Comparison Reports were 
produced for each Company Intervention and delivered to the Company Senior Sponsor. A 
summary of results showing comparisons are presented in Tables 44 and 45. 
 
Companies were encouraged to celebrate the success of CCI and where possible to continue with 
CCI beyond the formal intervention. The original brainstorm of issues undertaken at the Challenge 
event was available for companies to use for ideas for new project interventions. Champions were 
trained in working with teams to implement and manage change.  
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6.5.3 CCI Review  
 Return on Investment 
In total, ten participating companies engaged in the CCI Programme between 30
th
 November 2008 
and 31
st
 March 2009.  The companies were supported on their CCI journey by the CCI Team 
during this period and a review of the CCI Programme was a requirement of the funding provider. 
 
The overarching aim of the programme was to engage with a number of companies in the north-
west to assist them to create and embed a framework for culture change within their organisations. 
In general, the funding provider needs to look at value for money from its initial investment but 
also to review the impact of the programme within each participating company. A Final Review 
Report was produced for each participating company and signed off by the Senior Sponsor. A 
sample report can be seen in Appendix N.  
 
A total of £250,000 was provided by the funding authority for the CCI Programme which meant 
that the cost of engaging in CCI was fully met by the funding provider. However it should be 
noted that although the participating companies did not contribute funds, they did contribute their 
time to the Programme but this has not been factored into the evaluation. As shown in Table 46 a 
total of 36 project interventions were targeted for the programme. This was exceeded by 5 mainly 
as Company 9 were able to undertake additional projects as they had started earlier on the CCI 
journey than other participating companies. 
 
Company No of Projects completed 
  Target Actual Deviation (+/-) 
1 3 4 1 
2 3 3 0 
3 3 3 0 
4 3 3 0 
5 3 4 1 
6 6 6 0 
7 3 3 0 
8 3 3 0 
9 6 9 3 
10 3 3 0 
 36 41 5 
Table 46: Comparison of Target v Actual Projects Undertaken within CCI 
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 Recorded Outputs  
The types of project undertaken varied significantly between companies and were greatly 
dependant on the selection criteria and priority of the business at the time of the intervention.  
 
A cumulative total cost saving in excess of £900K was reported by the programme at the time of 
the closure reports. This Figure could potentially increase over time as on-going savings are 
realised within each company. This demonstrates almost a 4:1 return on investment to the funding 
provider in terms of costs savings alone.  Other outputs which are softer in nature were also 
realised.  
 
 Skills and Competence 
The key to success of CCI was not only the financial return on investment but also the ability to 
leave the companies with the skills and competence to continue the programme once the support 
from the CCI team had been removed. However it is difficult to examine this element straight after 
the closure of CCI.  
 
The ability to embed competence within each company is in part due to the experiential learning 
that took place by Champions who engaged in the implementation of the CCI projects. The 
Champions undertook their projects with the support of their CCI Coaches. Table 47 shows the 
target versus actual number of Champions coached within CCI and the total number of coaching 
hours provided. 
 
Company No of Champions Coached No of Coaching hours 
  Target Actual Deviation (+/-) Target Actual Deviation (+/-) 
1 3 4 1 30 34 4 
2 3 4 1 30 44 14 
3 3 3 0 30 30 0 
4 3 2 -1 30 34 4 
5 3 5 2 30 46.5 16.5 
6 3 3 0 30 31.5 1.5 
7 6 6 0 60 72 12 
8 3 5 2 30 55 25 
9 6 8 2 60 65 5 
10 3 3 0 30 27.5 -2.5 
 36 43 7 360 439.5 79.5 
Table 47: Comparison of Target v Actual CCI Coaching Summary 
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An initial target of 3 Champions per company was set by the CCI Programme. All but Company 4 
met this target, however it should be noted that Fingerprint only employ 11 staff in total within the 
company and therefore it would have been difficult to meet this target due to time commitments in 
taking the Champions away from the day to day business activity. The total number of coaching 
hours exceeded the target significantly by 79.5 hours. Informal feedback from Champions 
indicated that the support of the Coaching interventions had significantly improved their 
motivation to complete the projects. Knowing that coaches were due to visit kept up the 
momentum within the partnerships. Champions reported that Coaches provided a conscience for 
the projects and kept the deliverables on target. 
 
Training was considered to be a key component of the CCI Programme. Not only to provide the 
competence of the Champions to deliver output but also as a means of embedding the skills within 
the company for continued impact beyond the CCI intervention. A summary of all training is 
outlined in Table 48. All CCI Champions undertook the three day training programme that 
provided them with skills and competencies in managing projects and working in teams. 
Additionally this training allowed Champions to share their initial fears across their peer group and 
form a bond with their Coaches who would support them throughout the process. The initial 
training provided to the Senior Sponsors ensured the rationale and methodology of CCI was 
transferred within the business. This also enhanced the buy in of the Senior Sponsors to the CCI 
Programme. It was important not only to engage the Senior Sponsors and the Champions in the 
process but also others within each participating company. Although the Challenge day was not a 
specific training event as such, the experiential nature of the process assisted in engaging the wider 
workforce in the change programme.  
 
The mid-term event allowed each company to share their experiences and again reinforced the 
learning that had taken place within each company. Additional Work Based training was delivered 
within each intervention. The content of this training depended on the projects selected by the 
Partnership and the skills and competence of the Champion leading the individual project.  
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 Sustainability 
An important aspect of the CCI project was the ability for companies to sustain the change once 
the intervention of CCI was completed. The CCI team had several discussions with the company 
management teams to prepare for this process to happen. In all cases the ability to move 
Champions onto new projects, either those highlighted through the Challenge Event or evolving 
from earlier projects, was both possible and practical. 
 
The Champions were skilled enough to continue to manage projects and now all had successful 
projects under their belts. The management teams had the framework for change underway and 
ready to embrace. The CCI team kept in contact with all companies following the closure of CCI 
to track how each embraced the method. In some cases CCI became a continuation process whilst 
others took things at a slower pace. 
 
6.5.4 Post CCI Evaluation. 
A brief survey of participating companies and the CCI team took place between May and July 
2009. This was undertaken by the Manufacturing Institute who had been responsible for the 
overall management of the funds for the programme. A series of specific questions were posed and 
responses were received from five of the ten participating companies. Appendix O presents a full 
set of responses and analysis of the survey responses. Table 49 captures the key messages that 
resulted from the survey. 
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6.6 REFLECTIONS FROM THE CCI INTERVENTION  
CCI has proven to be a successful process for engaging companies to embark upon a programme 
of change. The Participatory Intervention Framework provided a vehicle for the effective design of 
the operational and management processes for the CCI Programme. The clear methodological 
framework proved easy for the CCI team to put to use and to support multiple companies from a 
cross section of industry and size to manage multiple projects in a very short timeframe. Overall 
the project was highly complex. The selection process to engage the participating companies had 
proved to be successful in securing commitment and understanding of the CCI Programme 
structure. The clarity of marketing documentation and rigorous presentation of criteria for 
selection of the programme had generally paid off. Where there were any ambiguity as to the 
importance of senior sponsorship and support for the programme or the overall process for 
engagement, this was ironed out during the Senior Managers training whereby the framework and 
commitment was re-affirmed.  
 
Lessons learned in the management of OCP had been usefully practised within the design of CCI. 
Clear documentation for participating companies, champions and coaches were in place along with 
clear communication channels, formal and informal, to ensure issues either locally or at 
programme level could be resolved quickly and effectively.  The CCI team met every two weeks 
to report progress and share best practice. Figure 55 shows an extended model of the catalytic 
stimulus within the cybernetic model of the intervention design. In CCI there were multiple levels 
of stimuli designed to provide perpetual motivation to the individual companies within the 
programme.  
 
 
 Figure 55: Cybernetic Model Showing Multiple Catalytic Stimuli 
 
Research Interventions – Phase Three 
232 
Overall the CCI programme ran as planned and was completed within the rigorous timescales 
imposed by the funding authority. Evaluations on the performance of CCI were made at several 
levels of recursion including: 
 
 Each individual project was reviewed against its original scope as defined during the launch of 
the project following the Challenge Event.  
 Each company culture was evaluated using the questionnaire or interview method re-evaluated at 
the close of the Programme. 
 The culture survey method (questionnaire v’s interview) were compared and evaluated for 
appropriateness and effectiveness. 
 Each company engagement developed a final report which highlighted the outcome and outputs 
from the CCI intervention. 
 A collective CCI Report outlining outcome and output was developed and delivered to the 
funding authority.  
 An on-going evaluation of process was undertaken by the CCI team during management 
meetings and necessary changes implemented where appropriate. 
 A mid-term review allowed companies to celebrate successes and share best practice with other 
participating companies. This also provided the opportunity to identify any concerns and 
implement changes necessary prior to the closure of CCI within each company. 
 Finally, a post evaluation survey was undertaken and lessons learned highlighted. 
 
6.7 SUMMARY 
This Chapter has presented the design, development and implementation of the Participatory 
Intervention Framework within Situation E. The framework provided a rigorous structure to 
design the complex inter-related operational and management processes to accommodate the 
multi-company cross industry Programme. The Culture Change Initiative (CCI) has been 
presented and concluded to inform the study. In Chapter 7 the author will draw on the conclusions 
of the application of the research within Situations A-E and will draw overall conclusions of the 
research design and development achieved. 
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7 EMPIRICAL REFLECTIONS 
7.1 INTRODUCTION 
This Chapter aims to draw conclusions from the design, development and application of the 
Participatory Intervention Framework within Situations A to E. This reflection will highlight the 
variables which form the building blocks for the Cybernetic Participatory Framework that will be 
developed and presented in Chapter 8. 
 
The participatory Action Research approach adopted by this research is used as a technique to 
analyse the participatory interventions that took place in practice. The theoretical contributions 
from the literature are applied to isolate and define the critical variables which influence the 
participatory intervention. The influences of these variables are also explained. Together it 
constitutes a framework of imperatives for Action Researchers and Change Management 
Practitioners to define a Participatory Intervention Framework and bespoke configuration which is 
systemically desirable and cybernetically sound.  
 
Finally this chapter will also reflect on the aims and objectives of the research in light of the 
outcomes achieved. 
 
7.2 REFLECTIONS OF THE PARTICIPATORY INTERVENTION FRAMEWORK IN PRACTICE 
It is important to reflect on the use of the Participatory Intervention Framework in Practice and 
link this back to the theoretical knowledge base to inform the literature.  
 
7.2.1 Research Situations A & B 
The initial interventions described in Research Situations A and B provided the conditions to test 
out the use of creativity as a technique to engage stakeholders in the change intervention process.  
By carefully designing the interventions that would be attended by all those affected by or who 
could affect change, the intervention engaged key stakeholders in the process of designing their 
future.  The use of creativity techniques engaged the participants in presenting their thoughts and 
fears of change and provided a mechanism for them to communicate ways forward in a medium 
which were non-threatening. 
 
 
Empirical Reflections 
 
234 
The participatory framework that was used to design the intervention allowed the project sponsors 
to communicate the rationale for change by presenting the key drivers and allowed the Researcher 
and the project managers to appreciate the change situation and the cultural implications that 
would enable or inhibit change. 
 
As represented by Figure 56, the original Basic Model for Participatory Intervention helped to 
present the high level design of the Participatory Intervention Framework. 
 
Figure 56: Basic Model for Participatory Intervention 
 
 
Within research situations A and B the intervention itself, represented by b), was designed to 
enable the stakeholders of situation a) to take themselves out of their current situation using 
creativity techniques to identify changes that would improve their current situation. Whilst the 
management of the intervention, represented in c), ensured the effectiveness of each intervention.  
Situations A and B also allowed the Researcher to test the rigour of the creativity techniques to 
varying numbers of participants (11 in A and 48 in B) supporting the materials to help facilitators 
during the interventions to be effective in their role.  
 
7.2.2 Research Situation C 
In Research Situation C, the guidelines for effective design and management of the one day 
interventions that were to be known as the Challenge Events were developed and tested. These 
guidelines were effectively utilised on a number of occasions by independent stakeholders as the 
initial vehicle for successfully engaging stakeholders in change initiatives. Once again it was 
important that the supporting materials and guidelines were easy to follow and interpret by those 
who were using the tools. 
 
To ensure effective organisational management of multiple projects the Participatory Intervention 
Management Framework was developed and tested. This proved to be an effective vehicle for the 
management of multiple interventions within Situation C and provided a sustainable 
transformational model within the organisational context.  
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Figure 57 re-visits the overarching framework for the Participatory Intervention Management 
Framework developed within Situation C. 
 
Figure 57: Participatory Intervention Framework with Embedded Management Processes 
 
The Organisational Situation as a whole is represented by a) however the Intervention 
Management, represented at c) is shown in its extended form. Here you are reminded that there are 
Policy, Intelligence, Management, Co-ordination, Audit and Operational functions embedded 
within the structure of the model with guidelines developed by the organisation to help with the 
use of the framework in practice. Figure 58 depicts the framework in practice, where multiple 
projects, represented as individual S1 Interventions each having local situational environments. 
Being cybernetic in nature the Framework ensures stakeholder engagement at all levels.  
 
Figure 58: Participatory Intervention Framework for Organisation-Wide Use Depicting Multiple Interventions 
Empirical Reflections 
 
236 
Within Situation C it also became evident that the cybernetic nature of the Participatory 
Intervention Framework in creating the conditions for change was providing emergent properties 
that had not been part of the original design.  The emergence of the Catalytic Stimulus provided a 
perpetual motion which has enhanced the development of the model and the outputs achieved. 
Indeed within Situation C, now some 6 years on, the Framework is still used as the mechanism to 
drive change within the business. The framework is flexible to adapt to the number of 
interventions deemed suitable for the organisation to manage at any time and therefore grows or 
contracts to suit. 
 
7.2.3 Research Situation D 
The Intervention Framework with embedded systems and processes was used within Situation D 
initially to audit an existing and on-going change initiative. The framework proved effective as an 
auditing process to identify weaknesses within the Blue Sky methodology and helped to provide 
recommendations for change which were subsequently implemented by the Change Manager. The 
Participatory Intervention Framework was then used to design and manage a series of 
interventions within the OCP Programme. This was not a typical change programme in that it 
involved a number of independent companies each of which followed the change programme. Not 
only were the companies following a framework, the said framework was delivered by a host 
organisation who had themselves experienced a change programme somewhat different to the 
programme deployed. The utilisation of business coaches who were trained to support the 
participating companies was tested within Situation D. It could be said that this was a complex 
programme. It involved: 
 
 The development of an overarching framework to support the programme 
 Multiple companies, each diverse in nature and each operating in a dynamic environment 
 A host organisation who deployed coaches into the participating organisations  
 A funding body to finance the venture  
 Measured outputs and outcomes 
 The development of individuals (coaches and champions) 
 
At a higher level the Framework was designed for the management and co-ordination of the host 
organisation and the participating external companies. At a lower level of recursion, the 
Framework supported the management and co-ordination of multiple interventions (projects) 
within each participating company.  The concept of the Catalytic Stimulus was embedded within 
the design of the Framework to allow perpetual motivation within each organisation (between 
project teams); between participating organisations; between coaches and between participating 
companies and the host organisation.  
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The framework has been embedded into the operational processes of each of the participating 
companies allowing for continual use beyond the OCP programme. The training of individuals 
within the partnership has provided the skills and competences to be practiced and embedded. 
The application of the Participatory Intervention Framework within Situation D was accomplished 
over a significant time period and has allowed the participating companies to develop trust in the 
use of the model, tools and framework principles. Indeed local practices have been incorporated to 
ensure acceptance and realise benefits. 
 
7.2.4 Research Situation E 
Within Situation E the Participatory Intervention Framework was used to design a final 
intervention to enhance this research. In this situation the Framework was used to effectively 
design and develop a change programme involving again multiple participating companies. 
However in this scenario what was being tested was whether the model could be used for 
designing rapid change within organisations whilst ensuring elements of the model were sustained 
within the participating companies upon closure of the programme. Indeed it could be said that this 
application was testing the rigour of the management processes of the framework to ensure all 
those involved were able to effectively utilise the processes and ensure progress was made. 
 
7.3 CONTEXTUAL IMPERATIVES 
From an analysis to identify determinants of the Participatory Intervention Framework concerned 
with facilitating Change we can derive the following contextual imperatives for use in designing 
an Intervention Framework. 
 
 Interventions are carried out within a participatory action research approach. 
 The complexity of the Intervention Framework will match the variety and demands of the 
contextual situation. 
 The recursion of which the Change Intervention and its embedded systems are defined to 
establish meta-systemic imperatives for the management and continual development of the 
Intervention Process. 
 Environmental circumstances are considered in the design and nature of activities within 
the Participatory Intervention Framework. 
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7.3.1 Participatory Action Research Approach 
The Participatory Intervention Framework embeds participatory action research into the structure 
and processes which allow the Framework to operate. At various stages and levels of the 
Intervention, participants are identified and engage in the Change Intervention. As stakeholders, 
and through the processes defined within the Change Intervention, they develop as individuals, as 
teams and as part of the organisation in which they belong. The Participative Intervention 
Framework allows individuals to engage in dialogue to represent both the current and future 
desired state of the organisation. This approach reinforces the work outlined in Chapter 3.3.8 
which suggested that Participatory Action Research allows for action that is able to continuously 
evolve due to research participants being given a voice (Gaventa and Cornwall, 2001; Herr and 
Anderson, 2005), and thus being the locus of change (Ozanne and Saatcioglu, 2008). 
 
The use of creative techniques such as metaphor also helped to facilitate this process and in many 
circumstances allowed stakeholders to find a language to communicate issues or perspectives of 
the situation. Indeed the use of metaphor has become a highly effective linguistic aid (Morgan, 
1993).  Stakeholders have also discovered new structural and cultural alignments for the 
organisation (through the engagement in Change Projects) to improve effectiveness and viability. 
The practise of interpretative research where, the conclusion of one study merely provides a 
starting point in a continuing cycle of inquiry, which may over time serve to generate patterns of 
data from which conclusions can be drawn. The Intervention Framework facilitates the on-going 
cycle of inquiry and offers a continual process to sustain energy to impact the organisation. 
Engaging multiple stakeholder groups either within one organisational context or through industry 
engagement has provided opportunity to gain deeper and wider perspectives of these contexts 
through conversation across organisational or industry boundary which has not be available 
previously. 
  
7.3.2 Complexity to Match Variety  
The recursive structure of the Viable System Model has enabled the author to design a complex 
Participatory Intervention Framework that matches the variety of the context in which the Change 
Intervention exists. The starting point for this section is to examine the key features of a pluralist 
strategy for the introduction and delivery of Participative Interventions. In contrast to other 
approaches which seek to offer a unitary description of reality, the strategy is shaped in order to 
(borrowing from Ashby’s Law of Requisite Variety (Ashby, W.R. (1956)) match the variety in the 
contextual situation with corresponding variety in the Participative Intervention Framework.  
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The Participatory Intervention Framework has been effectively utilised in a number of different 
contexts starting from two single discrete interventions (situations A and B designed to support a 
wider change programme) to multi-project in-company (situation C), multi-project, multi-
company, cross industry (situation D) and multi-project, multi-company, inter-industry 
interventions (situation E). The complexity of the latter two Intervention Programmes (situations 
D and E) are unique and non-standard Change Interventions. The Framework enabled the complex 
variety of stakeholders, problem situations and change initiatives to be effectively designed, 
implemented and managed within the constraints of the programme. They also allowed for the 
embedding of processes within each interacting company to enable the skills and learning to 
continue beyond the timescales which were observed.      
 
7.3.3 Recursion of Participatory Intervention and Organisation 
The recursion of the participatory intervention (project) situation and the organisation in which the 
situation is embedded should be clearly defined to establish meta-systemic imperatives for follow 
up activity and action taking.  The participatory intervention situation and its recursion serve to 
match the expected outcomes and resources and commitment of the organisation to effect change 
or to act on the outcome of the intervention. Recursion limits the proliferation of variety in the act 
of intervention and acts as a reality check against the wish list (goals) produced by participants so 
as to enable decision and action taking in the organisation. It also provides the basis for selection 
of participants to engage in the intervention process. The recursive design of the overarching 
Participatory Intervention Framework maximises the opportunity for change to be accepted and 
embedded within the organisational setting.  
 
7.3.4 Environmental Circumstances 
Most envisioning, planning or change activity is based on the assumption that the participants 
know what they or their organisation will want to be in the future. The fact however is that 
individual and collective aspirations change continually, especially in response to unanticipated 
changes in the environment or the organisation. This is also true and even more pertinent for 
intervention activities, as organisations are not unconstrained by their external environment. 
Environmental circumstances determine the ability to implement the outcomes from individual 
interventions.  
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When modelled and considered, the Participatory Intervention Framework may include activities 
to ensure that the organisation is able to respond and adapt to unanticipated changes in the 
environment. Moreover, any intervention which seeks to impact upon the organisation and its 
environment implies a wider scope of analysis. To accommodate this activity the Participatory 
Intervention Framework embeds environmental scanning processes and differing levels of 
recursion to ensure changes are both identified and communicated appropriately throughout the 
Framework. This however implies that the Organisation itself has processes to scan for 
environmental changes.   
 
7.3.5 Process Imperatives 
In addition to the contextual imperatives described, several variables are considered pertinent to 
the design and implementation of the Participatory Intervention Framework. The variables which 
directly influence the design and delivery of the Framework include: 
 
 Purpose  Structure 
 Participants  Action 
 
The influences of these variables unto each other are illustrated in Figure 59. 
 
Figure 59: Contextual and Process Imperatives 
 
 
 
Empirical Reflections 
 241 
 Purpose 
Throughout the applications of the Participatory Intervention Framework within Situations A to E 
the initial Purpose for which the intervention was designed has been explicitly and clearly stated. 
Although some would argue that the “purpose of the system is what it does” (Beer 2002 p15), an 
agreed and shared understanding of the Intervention will heighten motivation, commitment and 
ownership.  
 
This is of increased significance especially in the design of multi-organisation interventions (such 
as those within situations D and E). At different levels of recursion within the Participatory 
Intervention Framework, each intervention (or Project) will need clear definition of purpose. This 
will ensure those who are involved in the intervention are able to define goals and examine 
existing situations. 
 
 Participants 
At all stages and levels of the Participatory Intervention Framework it is critical to invite and 
involve participants who are affected by or who affect change.  In all of the research situations we 
were able to identify and involve participants and were therefore able to design processes to 
accommodate individual perspectives.  
 
As the intervention frameworks were developed, specifically within situations C, D and E, it was 
important to involve participants in the design of the Intervention as they would be involved in 
practicing the processes to effect change. This element of involvement in design is particularly 
unique to this approach and indeed this involvement allowed buy in of processes and ensured that 
we were able to utilise local practices where possible. This aspect was especially of importance 
during the latter stages of both OCP and CCI where the transfer and embedment of skill within 
each organisational setting was important to the on-going culture for change.  
 
Within the design of the Participatory Intervention Framework the importance of stakeholder 
identification and stakeholder management is crucial to its success. As each project intervention is 
identified (typically through the Challenge Event, which itself involves and utilises key 
stakeholders) those affected by or who affect change (stakeholders) are identified and invited to 
participate in the project. Indeed volunteers are engaged in the project or change team to analyse 
and redesign the situation to improve. 
 
Empirical Reflections 
 
242 
 Structure 
Organisation, or structure, involves the methods deployed to ensure that participants are able to 
establish actions that result from their involvement in the Intervention Framework. The 
Participatory Intervention Framework has been designed using the principles and recursive nature 
of the Viable Systems Model. As such the interrelated processes allow for strategic, management 
and operational practices to ensure the overall purpose of the Framework is effective. The 
embedded audit and regulatory processes allow the Framework to be self-regulating to ensure that 
the processes are continually reviewed and revised to fit the organisational constraints. Indeed the 
cybernetic design principles embedded into the Framework are clearly presented so that 
participants are able to utilise the framework and implement real actions that will improve the 
situation.  
 
 Action 
The Participatory Intervention Framework is designed for purposeful action. This action based 
approach ensures those who participate, effect beneficial change. It is influenced by purpose and 
structural imperatives and reinforced by the commitment of participants to continue to converse 
and take action.  The amplification (communication) of action (outcome) that reverberates through 
the application of the Framework generates further interest and momentum towards organisational 
change. Action brings credibility and repute to the Intervention Framework as well as a boost in 
confidence among participants to recommend its further use. 
 
7.3.6 Cybernetic Participatory Intervention Framework Proposal 
A Cybernetic Participatory Intervention Framework (Chapter 8) is proposed to assist Researchers 
and Change Practitioners to embark on a change programme in a holistic rather than reductionist 
stance. It is considered holistic as it addresses the systemic implications of various interventions, 
and the imperatives and interactions of various/multiple interventions, within the situational 
environment.   
 
The proposed framework will offer a structure for designing change interventions which is able to 
cope with complexity and variety. The strategic, operational and management processes necessary 
for the delivery of the Framework in practice will be presented and mechanisms for engagement 
and embedded processes for creativity to enhance participation offered. The Cybernetic 
Participatory Intervention Framework adopts an iterative set of processes to address interactive 
issues as well as critically reflecting on outcomes. The Framework proposed takes a participatory 
view of the problem context, thus allowing the participants to engage in dialogue and take action 
towards their situational context.  
Empirical Reflections 
 243 
7.4 REFLECTIONS ON RESEARCH AIMS AND OBJECTIVES 
The research aimed to investigate participatory approaches to the design of organisational change. 
The specific objectives of the research are presented and reflected upon within Table 50. It is 
important at this stage to reflect specifically on the research questions outlined in Chapter One. 
 
7.4.1 Can a new framework be developed, to enable participatory intervention in 
organisations? 
This question has been answered through the dialogue presented in Chapters 4-6 in the evolution 
and testing of the framework within a number of situational contexts. These contexts have both 
assisted in the development of the model and will conclude in Chapter 8 as a framework which 
will be offered to change practitioners. 
 
7.4.2 Can the new framework for participatory intervention be embedded in organisations 
thus creating conditions which are conducive to change? 
Within research situations C, D and E it has been demonstrated that the framework for 
participatory intervention was indeed embedded within organisations to create the conditions 
conducive to change. In situation C the framework indeed remains as a legacy which continues to 
enable the organisational change processes to be effective.  
 
7.4.3 In what ways could the principles of managerial cybernetics improve communication 
flows and enhance the conditions for change? 
The design of the Participatory Intervention Framework was indeed developed using the principles 
of managerial cybernetics. The overarching structure of the Viable Systems Model has been 
pivotal in handling variety both of process and procedure which has assisted in improving 
communication flows within the implementation of the framework in practice. The clarity in 
process design and communication of structure to stakeholders which can be exemplified by the 
Framework guideline documentation (situations D and E) and Challenge Toolkit (Situation C) 
allowing evolution in practice by participants beyond the research intervention. 
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7.5 SUMMARY 
This Chapter has drawn conclusions from the design, development and application of the 
Participatory Intervention Framework within the research situations that were presented in 
Chapters 4, 5 and 6. These conclusions will be taken into consideration in Chapter 8 where the 
Cybernetic Participatory Framework is codified and presented. 
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8 CYBERNETIC PARTICIPATORY INTERVENTION FRAMEWORK 
8.1 INTRODUCTION 
The Cybernetic Participatory Intervention Framework has emerged from the research and has been 
tested within a number of situations as presented in Chapters 4-6.  The Framework has rigour 
whilst being flexible to evolve to suit the needs of a variety of change contexts. The cybernetic 
principles of design are embedded within the methodological framework to ensure that the 
framework offers a viable solution to the design and management of change. Empirical reflections 
from the study were presented in Chapter 7, allowing the Researcher to consider the impact to the 
literature from the research findings.  This chapter aims to codify and present the Cybernetic 
Participatory Intervention Framework in a form which can be used by change practitioners in the 
development (or evaluation) of a Change Programme within their own organisational context.  
 
8.2 THE CYBERNETIC PARTICIPATORY INTERVENTION FRAMEWORK 
The Cybernetic Participatory Intervention Framework (CPIF) provides a structure for the 
development of a Change Programme. The CPIF has three distinct elements: a robust change 
management structure adopting the principles of the viable system model; the development of 
change management processes to provide support and guidance to those involved in the change; 
and the engagement of all those affected by and who effect change.  In order help guide us in the 
development of such a Change Programme using the CPIF the Building Blocks for Change as 
depicted in Figure 60 may be followed. 
 
Figure 60: The Building Blocks for Developing a Cybernetic Participatory Intervention Framework (CPIF) 
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8.2.1 Stage 1 – Create a Shared Vision 
Figure 61 highlights the first of the Building Blocks in which to Create a Shared Vision for the 
Change Programme. This stage also helps to set the overall scene defining the purpose what and 
rationale why of the proposed Change Programme. 
 
 
Figure 61: The Building Blocks for Developing a CIPF – Stage 1  
 
 
Whether the Change Programme is being managed internally by the organisation or externally by a 
third party, it is critical to fully appreciate the organisational context where the change exists. This 
may be achieved by a variety of means including culture surveys typical of those adopted within 
OCP or CCI, or existing techniques already in use within the organisation, e.g. staff perception 
surveys, benchmarking surveys, etc. This process not only enables stakeholders to share 
perspectives, it also produces a set of baseline data which can be reviewed at a later date and help 
measure the effectiveness of the change process. 
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 Defining the Structure 
The Basic Framework for Participatory Interventions (Figure 62) provides a conceptual model 
which helps us to start to define the change context. The environmental situation where change is 
needed is represented as a), the process of designing an appropriate intervention represented at b) 
and finally the development of intervention management processes represented at c). 
 
 
Figure 62: Basic Participatory Intervention Framework 
 
The Framework has proved successful within a number of settings whether these lie within the 
constraints of a company or in a wider industry or sector setting. The Framework therefore is 
extendable, allowing flexibility and the ability to cope with complexity. Any data which can 
enhance the understanding of the situational context, to create a shared understanding of the 
situation a), should be available and shared during this phase. This may include facts and figures 
relating to performance of the business, organisational structure diagrams (Organisation Charts) 
along with strategic plans that may have been developed and agreed. With this in mind, it is 
imperative to ensure that Senior Management commitment to the change is also evident at this 
point. This ensures that there is leadership support for the programme and that the necessary 
resources will be deployed.  
 
With data collated and analysed, this will allow for the design of the participatory intervention and 
the management processes needed for successful change management, as depicted in b) and c) and 
in the embedded processed. Expanding the basic Framework to demonstrate how the key 
management and operational functions are built in, to provide structure, has been discussed 
previously. These are presented again in Figure 63. 
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Figure 63: Cybernetic Participatory Intervention Framework with Embedded Management Processes 
 
The key structural elements allow for the design, management and on-going evaluation and 
evolution of the Change Programme. The Framework itself being recursive allows flexibility in 
design from the management of a single intervention (single project in a single organisation) to 
multi-level interventions (multiple projects in multiple divisions or locations) in larger 
organisational or industry settings. 
 
 
 Build Up Levels of Complexity  
As shown in previous applications of the Framework, it is possible to build up several levels of 
complexity within the structural design. 
 
Level 1  
 
At Level 1, Figure 64 represents the structural design of the Cybernetic Participatory Intervention 
Framework.  
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Figure 64: Cybernetic Participatory Intervention Framework – Level 1 Structure 
 
The cybernetic structure of the Participatory Intervention Framework helps to embed the principles 
of effective organisation which provide the conditions for change. These include: 
 
The situational environment – this lies within the boundary of an organisational setting and may 
have a number of distinct operational interventions. In Figure 63 there are ten such interventions 
represented as I1-I10 each being locally managed (M1-M10). When developing the structure 
organisations may want to build up levels of complexity once the management processes are 
designed and tested, therefore may limit their initial interventions to 2 or 3 initially. 
 
S5 represents policy function – this helps to define the local policies with which to manage the 
change programme. These should be closely related to any existing organisational policies and will 
create the rule set by which the organisation is comfortable for the change programme to operate. 
This links the change programme directly to the organisation so as to ensure a two way flow of 
information of changes within the organisation which may affect the change programme and vice 
versa. 
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The communication of change policies need to be disseminated by a variety of means to meet the 
needs of all stakeholders.  Written policy guidelines provide clarity of process. Training for those 
involved in the management of individual interventions will ensure clarity of understanding during 
the initial launch of the programme. Training also aids in buy in of those participating in the 
change. 
 
S4 represents the intelligence function – this helps to establish the environmental scanning 
processes so as to create a shared understanding of the situational context and may include both 
the internal and external environments in which the change environment exists.   
 
S3 represents the management function – this function sets out the local management control 
processes within which the change programme itself can operate. Here the who and the what are 
defined and resources to effectively manage the transformation are established. The management 
system will define and manage the practices which will exist within the local I1’s. These may be 
individual change projects within the wider change programme or sets of projects managed within 
a defined localised environment. 
 
S3* represents the audit function – this establishes any audit processes to ensure that the 
operational processes are complying to (S5) regulatory policies defined by the change programme. 
 
S2 represents the coordination function – this function sets out the processes to coordinate the 
resources required to effectively operate the I1’s within the rule set of the S5 policies. 
 
The S1 operation function defines the local management processes and guidelines by which the 
individual change projects will operate.  
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Level 2 
 
Being recursive in nature the model can drill into further levels of complexity as demonstrated in 
Figure 65. 
 
Figure 65: Cybernetic Participatory Intervention Framework – Level 2 Structure 
 
In this context the diagram represents a single I1 from the Level 1 recursion. At Level 2 the 
diagram suggests that there are a further three projects (P1-P3) each with local management 
processes (PM1-PM3) and operating situations. The fundamental structural processes which 
support the management of the projects S1-S5 still exist at this level, however may be refined to fit 
into the local context. It may be appropriate to take this Level 2 structure into further levels of 
decomposition, Level 3 or 4 etc. if necessary. Each would look similar to in nature to Figure 64 
above and would have local autonomy within the constraints of the Framework and supporting 
higher level embedded systems. The level of complexity depends on the nature of the Programme 
being developed within the discrete situation however again the Framework structure demonstrates 
its ability to cope with complexity. 
 
Critical at this early stage is the communication to employees as to the need for change. This may 
at this stage be as simple as an all employee meeting (or series of meetings) to communicate the 
high level drivers for change, or may be a written communication to all employees either by 
electronic or physical means. The key to the communication process even at this early stage is 
variety; or in other words ensuring the message has been received and interpreted by all those 
affected. 
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8.2.2 Stage 2 – Create the Conditions for Change 
Once the overall Vision for the Change Programme is defined and the outline structure of the 
Programme established, the processes to support the roll out of the model will need to be 
developed. These processes help to Create the Conditions for Change which forms the second of 
our overall Building Blocks (Figure 66) 
 
 
Figure 66: The Building Blocks for Developing a CIPF – Stage 2  
 
Creating the conditions for change helps to define the key processes that support the delivery of 
the Change Programme. This includes strategic, management and operational processes.  
 
 Developing High Level Strategic Processes 
Appendix P (Table I) provides a detailed description of the High Level Strategic processes to 
support the Change Programme. Also provided is a detailed set of tasks to support the 
development of the processes alongside tools which may be useful to deliver the said tasks. Finally 
the table highlights key stakeholders who may be involved in the development of the processes to 
ensure engagement and participation throughout.  These processes help to establish a baseline for 
the Change Programme that can be reviewed at a future date. The process also helps determine the 
overall strategy direction for the Change Programme and ensures this is aligned to the business 
strategy. 
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 Developing Management Processes 
Appendix P (Table II) provides a description of the Management processes to support the Change 
Programme. Also provided is a detailed set of tasks to support the development of the processes 
alongside tools which may be useful to deliver the said tasks. Finally the table highlights key 
stakeholders who may be involved in the development of the processes to ensure engagement and 
participation throughout. 
 
 Developing Operational Processes 
Appendix P (Table III) provides a description of the Operational processes to support the Change 
Programme. Once again a detailed set of tasks to support the development of the processes 
alongside tools which may be useful to deliver the said tasks are presented. Finally the table 
highlights key stakeholders who may be involved in the development of the processes to ensure 
engagement and participation throughout.  Please note that these processes are often context 
specific and local teams will need to evaluate the relevance of the tool or task to the localised 
situation. This may take some time to appreciate and it is important for organisations to formulate 
localised guidelines within the constraints of the higher level strategic principles defined by the 
organisation. 
 
Once established, the methods for the Strategic, Management and Operational Processes operate as 
the Overarching Policy Guidelines and Practices for the running of the Change Programme. It may 
be necessary to translate the guidelines to meet the needs of participants at different levels within 
the organisation. A variety of methods may be necessary to communicate the Policy Guidelines so 
that the key stakeholders are able to affect the processes. Mechanisms to monitor performance of 
individuals have been established but will need to be utilised to ensure the Framework is operating 
as planned. However the feedback loops will also ensure that if changes are necessary to enhance 
the Framework these are implemented. 
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 Establishing Channels of Communication 
Each of the interactive lines (feedback loops) represented within the Cybernetic Participatory 
Intervention Framework (Figure 62) are communication channels which need to be implemented 
within the Framework to ensure control and co-ordination of the inter-relationships within the 
parts. Organisations should identify possible means to effectively deliver these channels within the 
culture of the existing organisation and through the mechanisms established for the management 
and operational processes. Refer to the tools and techniques suggested in Tables 51-53 as a starting 
point to evaluate whether these mechanisms are appropriate within an organisational context. Each 
channel of communication provides mechanisms for feedback, and to feed-forward, between the 
embedded levels of the Framework. As there will no doubt be numerous stakeholders involved in 
the Change Programme there may be a need to adopt a variety of communication means to satisfy 
the individual needs of the stakeholders. The communication processes adopted may need to be 
evaluated and enhanced as the Change Programme progresses. 
 
 
 Establishing Mechanisms to Support Creativity 
It is critical that mechanisms to support creativity are utilised within the Change Programme. 
These mechanisms are important both for the engagement of stakeholder in the process but also to 
enable stakeholders to represent their perceptions of both the current and future situational context.   
 
Appendix P (Tables I-III) offers a range of creativity tools and techniques which may be a useful 
starting point in developing these practices. For example the use of the Challenge Event as a 
means of both engaging all stakeholders and utilising creative techniques has been highlighted as 
an appropriate method within the early stage of the Change Programme. This also provides an 
opportunity to support the communication processes of the Programme. However, it is not just at 
the early stage where creativity techniques may be adopted. It is important to provide guidelines 
for participants in the use of creativity where appropriate within the Change Programme. 
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8.2.3 Stage 3 – Establish Engagement 
Defined as the third stage of the Building Blocks (Figure 67), Establishing Engagement puts into 
effect the processes established during Stage 2.  
 
 
Figure 67: The Building Blocks for Developing a CIPF – Stage 3 
 
To help link the structure and process of the Cybernetic Participatory Intervention Framework, 
Table 51 describes the key roles and areas of responsibility of stakeholders of the Change 
Programme. 
 
 
Who Role within the Change Programme Responsibility 
Change Sponsors To legitimise the change Agreeing S5 policies 
Informing of any external S4 intelligence 
which may affect the Change Programme 
Change  Programme 
Manager 
To manage the change programme overall Defining the overall change programme.  
Delivering the S3 function  
Reporting to S5 and S4 functions 
Change Champions To lead individual change projects  Managing the S1 change project and 
supporting the Change Team 
Change Team To effect the change project and 
implement change within the business 
Delivering the S1 change project and 
reporting to the S3 Change Champion 
Change Coach To support the Change Champions and 
Change Sponsors 
Providing S2 co-ordination 
Reporting to S3, S4 and S5 functions 
Change Auditor To audit the change programme and 
ensure that the processes are conforming 
to the agreed policies  
Delivering the S3* procedures and 
reporting exceptions to S3 manager 
Employees To participate as necessary To engage actively and openly 
 
Table 51: Roles and Responsibilities within the Cybernetic Participatory Intervention Framework 
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At the design stage (stage 2) a number of these stakeholders would have been engaged in 
development of the strategic, management and operational processes and should therefore be 
bought in to what has been defined. At stage 3 other stakeholders will now emerge however they 
may need to be trained in their roles so that they can be effective within the constraints of the 
defined Change Programme. 
 
It may be necessary to provide training opportunities to those who will engage in the Change 
Programme and the organisation can either design these in house or my work with external 
training providers to support the process. The key to the success of stage 3 is that stakeholder who 
will engage in the Change Programme processes during stage 4 and beyond are equipped with the 
skills and competence to do so. 
 
 
8.2.4 Stage 4 – Manage the Transformation 
During Stage 4 we seek to Manage the Transformation (Figure 68). The policies, systems and 
processes developed within building block stages 1-3 are now deployed and interventions initiated 
to deliver the Change Programme. 
 
 
Figure 68: The Building Blocks for Developing a CIPF – Stage 4 
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If stages 1-3 have been undertaken successfully, stage 4 will, by nature of design, be effective. It is 
the preparation and participation at the earlier stages which now will pay off. Each of the key 
stakeholders should be fully aware of their roles and responsibilities and will engage in the 
process. This will allow the Change Programme to operate within the constraints of the 
organisational operating environment. 
 
A key aspect at this stage is to trust the process. This will allow the autonomy of individual 
Change Champions and Change Teams to deliver the Programme and report outcome at stage 5. It 
is important to celebrate successes and share best practice as the Teams progress through the 
Change Programme. However this should have been designed into the Programme at an earlier 
stage so should in effect take place. The Overall Change Manager acts to provide overall reports of 
progress of the Change Programme to the Change Team. Information to compile the reports are 
provided by the Change Champions through the developed communication and reporting 
processes. 
 
8.2.5 Stage 5 – Monitor and Measure the Transformation 
As the Change Programme progresses, stage 5 provides the mechanism to monitor and measure 
the Programme (Figure 69) and evaluate the impact of the transformations that are delivered 
within the organisation. The processes to deliver this were defined within stage 2.  
 
As individual Change Initiatives set and have signed off their initial Project Objectives it is easy to 
monitor and measure the actual project outcomes against the initial objectives. 
 
Figure 69: The Building Blocks for Developing a CIPF – Stage 5 
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Stage 6 – Review and Revise 
Stage 6 (Figure 70) involves the on-going review and revision of the strategic, management and 
operational processes which support the Change Programme. As well as reviewing the progress 
made through the individual project interventions, this stage also ensures that the Change 
Programme itself remains relevant and timely within the organisational setting.  
 
This stage provides the high level Cybernetic Loop within the Building Blocks. The frequency for 
the stage is defined during stage 2. 
 
 
Figure 70: The Building Blocks for Developing a CIPF – Stage 6 
 
Once the Change Programme has cycled through all stages the outcome from stage 6 will establish 
where and how to refine the programme. It may be necessary to re-define the Vision for the 
Change Programme periodically or at the very least these goals will be re-presented and 
communicated to those involved (these may have changed since the initiation of the Programme as 
new people come into the organisation).  
 
A review of the processes established will ensure that they are (or remain) effective and if 
necessary revisions will be made in line with the policy objectives of the Change Programme.  
This means that the building blocks for the CPIF form part of the Change Programme structure 
and allow for the continual review of the Programme in practice. 
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8.3 SUMMARY 
This chapter has presented and codified the building blocks to create the Cybernetic Participatory 
Intervention Framework that has emerged from this research. It has outlined the structural 
cybernetic structure which underpins the Framework along with an outline of strategic, 
management and operational processes to deliver the Change Programme in practice. The building 
blocks with embedded structures, processes and guidelines, aim to inform Researchers and 
practitioners in developing bespoke participatory interventions in complex situations.  
 
 Chapter 9 will conclude the research study and discuss the impact of research to the body of 
literature relating to Change Management. 
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9 CONCLUSIONS AND FUTURE RESEARCH 
9.1 INTRODUCTION 
The research presented within this thesis has evolved over a number of years. Initially the 
Researcher was looking for a theoretical framework that would facilitate participative 
interventions within the context of a discrete change initiative.  Management literature is packed 
with terms such as empowerment, participative decision making, team working, self-organising 
systems, organisational learning, virtual organisation, creative workplace, team based 
management, employee autonomy, transformational business (Axelrod: 1992; Baines, 1993; Evans 
& Fischer, 1992; Johnson 1995; Mohrman, 1993; Pinchot & Pinchot 1990; Reason & Bradbury 
2006; Zeleny, 1990).  Axelrod (2002) also argues that traditional methods of change including 
leader-driven, process-driven, and team-driven programmes have limited benefits and concludes 
that it is the change process itself that is the root cause of the problems associated with change. As 
stated earlier in Chapter 3, Axelrod proposed that the involvement of all stakeholders is key and 
that involves breaking traditional perspectives and inviting external partners, customers and 
competitors to both design the process for change and be involved in the identification of change. 
A review of the literature established that although there were many change management 
frameworks and models but none presented a structure which would allow for participation whilst 
facilitating participative processes for the on-going review of the change process itself. More 
importantly few change management frameworks supported the use of creativity techniques in 
engaging the participants in examining and redefining solutions within their organisational 
contexts. 
 
In Chapter 3 a number of change management frameworks were evaluated along with the Viable 
Systems Model (Beer 1985) which offered a structure for organisational change and viability. A 
review of creativity tools and techniques to allow participants to engage in the change process 
were considered and the use of coaching as a vehicle to encourage participants and change 
champions to enact and stimulate change (Cunningham and McNally (2003) Eaton and King 
(1999), Star (2003), CIPD (2007) and Megginson & Clutterback (2006)). 
 
Chapter 4 provided an insight into the research practice where a number of situational contexts 
were explored and frameworks to design and manage change interventions established. At this 
stage of the research the focus was on the experimentation of creative techniques to engage 
participation within the change intervention. Once fully tested a Framework was developed to 
allow for the change management structures to be established. The Participatory Intervention 
Framework was then tested and embedded within the organisational situation. 
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In Chapter 5 the developed Participatory Intervention Framework was used as a vehicle to audit an 
existing Change Programme. The structure allowed for a deep insight into a complex change 
programme and allowed for the identification of improvements within the Programme. Chapter 5 
went on to effectively design a multi-organisational, cross industry Change Programme. The 
Participatory Intervention Framework allowed for the effective management of projects and 
stakeholders within the Programme. The adoption of creativity and coaching techniques supported 
the engagement of participants within the change process. 
 
In Chapter 6 the Participatory Intervention Framework was used in the effective design of a multi-
organisational, intra-industry Change Programme which was facilitated within rapid timescales. 
The organisations involved were able to utilise the processes and practice of the Programme to 
effect real change and again adopted creativity techniques and coaching processes to support the 
change intervention. 
 
Within Chapter 7 empirical reflections of the research were undertaken which allowed us to 
discuss the key variables which form the building blocks for the Cybernetic Participatory 
Intervention Framework. Links back to the underpinning theories were discussed. Guidelines for 
the use of the Cybernetic Participatory Intervention Framework were presented in Chapter 8 to 
allow Researchers and Change Practitioners to evaluate and utilise the method to develop change 
interventions and create the conditions for change within their own unique situational contexts. 
 
This final Chapter aims to make overall conclusions for the research study and will discuss the 
implications of the research to the extensive body of theory relating to Change Management.  
 
9.2 CONCLUSIONS 
This research has led to the development of an approach to the design of change programmes 
which encourages participation of those affected by the situational contexts. It has utilised the 
Viable Systems Model as a structure that enhances the design process and allows for mult-project 
or multi-programme interventions. The framework itself therefore is scalable in nature providing 
consistency and repeatability which has been proven successful in a number of diverse and 
increasingly complex situations. The processes which are defined within the framework aid to 
reduce complexity and provide consistency in methodology for the user. Allowing for consistency 
and repeatability delivers a reduction in transaction costs as those utilising the framework become 
competent in its use.  
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A number of conclusions in the form of reflections have been discussed throughout this thesis. 
These reflections have assisted in the development of the Framework and have allowed the 
Researcher to implement the framework in a number of complex Change Programmes. The 
practical nature of the research has produced a rich set of data that has been evaluated against the 
initial objectives of each study and will provide data for comparison in future research contexts. 
 
The diverse set of Intervention situation applications allowed for the development and 
enhancement of the Cybernetic Participatory Interventions Framework. In turn this is enhanced by 
the development and testing of guidelines and principles for engaging stakeholder participants 
within the Change Framework. The creation of the Challenge Event and associated toolkit has 
been used in all research contexts and provides a rich set of protocols for effective and rapid 
participation and engagement of stakeholders. This in many ways provides a catalyst for the buy in 
of change within the research situations. The Challenge Toolkit has been refined and re-developed 
to suit local contexts. It has been adopted by many participants who find the guidelines easy and 
effective to use. The adoption of coaching as a means to engage participation and provide a 
conscience to the Change Champions has been tested and refined. Training models for the 
successful transfer of skill set to Project Coaches has been designed and tested. This again has 
proved effective within the Framework. 
 
Finally the structure and underpinning processes of the Cybernetic Participatory Intervention 
Framework have been developed, tested and refined. These have been successfully applied in a 
number of situational contexts and embedded within a number of organisational settings. The 
processes for effective deployment of the guidelines have been outlined however the adoption and 
implementation of these by other Researchers or Practitioners are yet to be tested. 
 
9.2.1 Implications for Theory  
The findings of this research and its contributions to knowledge in Participatory Intervention and 
Cybernetics and Change Management have been discussed in Chapter 7. This research and its 
findings have implications for a wider body of knowledge including organisational change, 
participatory action research and cybernetics. The findings and contributions implied within the 
research interventions demonstrate that the Participatory Intervention Framework is a 
comprehensive structure for designing and managing organisational change.  
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9.2.2 Implications for Practice 
The contributions of this research are practical in nature. Action Researchers and Practitioners will 
be able to: 
 
 Design complex change programmes using the Cybernetic Participatory Intervention 
Framework 
 Manage and monitor the designed Change Programmes using the guidelines and 
management processes presented in the Framework 
 Embed processes for engagement of participants within the change framework and deploy 
creativity techniques to enhance the engagement process 
 Use the Framework to effectively monitor the outcomes from the Participatory 
Interventions and create processes for the continual review of the Framework in practice. 
 Finally the processes adopted can be embedded and retained within the organisation 
context offering a viable Change Framework which can be sustained within the changing 
environment of the wider organisational context. 
 
9.2.3 Contribution to Knowledge 
The research presented within this thesis has drawn together a unique set of theories to develop a 
Framework for Participatory Intervention and Change. Drawing on the theory of Participatory 
Action Research to engage stakeholders in change partnered with the use of Managerial 
Cybernetics and specifically the Viable System Model to provide a recursive structure, the author 
has presented a Cybernetic Participatory Intervention Framework. Furthermore to enhance 
engagement and participation, the use of creativity techniques and coaching principles and 
practices are embedded within the processes of the Framework. Finally, and critically, the author 
proposes that the nature of the Cybernetic Participatory Intervention Framework enables key 
stakeholders to not only use the framework as a means to enact change within organisations but 
also to allow the stakeholders to participate in the design and continuous development of the 
specific change framework within their organisational context to ensure viability and sustainability 
of the Framework over time. 
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9.3 FUTURE RESEARCH 
The Cybernetic Participatory Intervention Framework proposed in Chapter 8 offers several 
research possibilities. The framework provides a conceptual structure for auditing existing Change 
Programmes alongside utilising the structure for the design of new Change Programmes within 
unique organisational settings. The framework offers structure and process which can be adopted 
and refined to accommodate local change practices. These interventions can be reviewed and 
compared to the situational contexts presented in Chapters 4-6.  
 
Future research interventions adopting the Framework may be presented and disseminated to 
further inform the body of knowledge of Change Management.  
 
The Author will continue to develop and test the theories presented within this thesis and will 
disseminate the outcome of future research to both academic and practitioner communities. 
 
9.4 SUMMARY 
This final Chapter has presented a summary and drawn conclusions from this research. The 
implications for both theory and practice have been discussed and an outline for future research 
presented. 
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SYNOPSIS 
 
 
This document has been designed as a guide for project sponsors, managers and staff with business 
critical problems to facilitate a Challenge Event. 
 
A Challenge Day is an off-site event which utilises problem solving tools and techniques to 
challenge the way that we work and provide solutions to issues that arise on the day.  It has been 
used as part of the programme comprehensive service reviews and previous success has led to 
identification of the need for Staff to be able to facilitate such events. 
 
The components and process displayed above are vital elements to successful challenge events and 
are described in this manual. 
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2 INTRODUCTION 
 
This manual has been produced to support key stakeholder in planning and managing a Challenge 
Event.  
 
A large part (Section 5) of the manual contains detailed description of „Brain Boosters‟ and 
facilitators should use the contents page to review these tools.  The rest of the components are 
concisely described and are essential reading for the budding challenge day organiser. 
 
A Challenge Day can be defined as: 
 
“A multi-stakeholder event where people who are directly or in-directly part of a service meet to 
discuss issues that they have with the delivery of the service and identify possible solutions to these 
issues” 
 
The toolkit is based on 5 key components:  
 
 Planning (at every stage) 
 Administration (capturing data at every stage) 
 Creativity (and fun) 
 Feed-forward (outputs from everyone at every stage) 
 Action (ensuring improvement) 
 
The Challenge toolkit has evolved through a process of trial and error.  Every organisation has a different 
culture that emerges from its staff, customers, contractors, processes and procedures.  Therefore the tools are 
more compatible with one organisation than another. 
  
This manual contains descriptions of tools that enable people to „think outside the box‟, systemically, boost 
creativity and identify actions for improved organisational performance.  The goal of the Challenge Event is to 
create a learning culture whereby staff, clients and outside organisations can share knowledge, off-site without 
the imposition often created by rank and file.   
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3 ADMINISTRATION 
 
Administration is a key component of the toolkit as it happens at every stage of the process and 
ensures that action is taken soon after the event.  Project managers must ensure at the planning phase 
that resources are in place to carry out this component. 
 
Most vital is the ability to capture information, opinion and action as they arise at the event.  This 
may require „scribes‟ and IT resource.   This requires speedy production of a challenge logbook and 
action plan. 
 
Prior to the event the key administration tasks are: 
 
 Equipment 
The initial planning meeting will decide the tools to be used on the day (these are described in 
section 4) and from this an equipment inventory can be produced. 
 
Typical accoutrements might include: 
 
 Laptops with power cables etc. (for presentations / recording) 
 PowerPoint presentation / template (to record outcomes) 
 Flipcharts and pen (to record outcomes) 
 Blue tack / pens to pin up results 
 
 Group Leader 
Also at the initial planning meeting the organiser will need to identify people to lead small groups 
should these be a requirement of the selected tools.  Group leaders will need to facilitate the small 
groups and: 
 
 Be familiar with the selected tool 
 Ensure that the workshop is recorded (scribed) 
 Deliver tangible outcomes 
 Make sure the workshop runs to time. 
 
 Scribes 
Scribes can also be used to record the outcomes of the workshops.  They may record in real-time 
using a laptop and pre-designed templates. 
 
Another option is to use a scribe post Challenge Event to type up flipchart and notes made on the 
day.   
 
It is the project sponsor‟s responsibility to ensure that a logbook is produced following the challenge 
day.  This has been produced within 24 hours (when using real time scribes) but a reasonable time 
would be 3/4 days following the event.  The initial planning meetings will ensure time is set aside to 
produce the report. 
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 Invitations & Location 
Invitations must be sent well in advance of the event.  A stakeholder analysis may be useful to 
identify who should attend the event.  As a general rule the delegates should include someone from 
each stakeholder group and the stakeholders should be proportionately represented.  The location 
should be booked before the invitations are sent. 
 
 Groups + Badges 
People are often allocated workshop groups and badges must be prepared so that people can 
communicate freely and identify their allocated workgroups.  Badgeholders can be ordered from any 
good stationary supplier. 
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4 PLANNING SESSION  
 
The planning session held a minimum of six weeks before the Challenge Event is the most crucial 
part of the toolkit.  If you cannot agree an objective or invite the „right‟ stakeholders then the event 
will not be a success. 
 
The organiser(s) will need to have an idea of some of the key issues that may arise on the day in 
order to ensure that the session is facilitated fairly.  This can be achieved during the planning 
session, by informal conversation, when inviting key stakeholders in the service. 
 
4.1 WHAT / WHY  / OBJECTIVES 
 
The planners must determine the objectives of the day and state as an „opening question‟ as this 
gives the day a real purpose and stimulates action. 
 
What the planners wish to achieve depends upon the complexity of the service and how much is 
known about the key issues. 
 
 Example 1 – Identify the issues (Soft issues) 
One organisation held a challenge event for their partner agencies.  They had not even met half of 
the people that attended but hope to achieve many quick hits and improvements in service delivery.  
There would not be enough time for 50 people to reach radical change within a day.  However, they 
managed to identify some common problems to work on and agreed to host a conference style event 
next year to improve communication. 
 
 Example 2 – Identify a way forward (Hard Issue) 
A company Welfare Rights service had been independently assessed by a partner agency and had 
previously produced a comprehensive report on the service.  This evidence stated huge financial 
benefits for residents and identified some of the issues.  The focus of this event was on “What level 
of Welfare Rights should we be offering?”.  The half day event produced some clear direction in a 
short space of time.  
 
 Example 3 – Issues and a way forward (Hard / Soft) 
If the problems are easier to identify then it is possible to progress to solutions on the day.  The 
supported care event involved 10 completely different agencies from the Samaritans to Women‟s 
Refuge‟s. 
However, the repairs service had only four types of stakeholder: 
 Residents 
 Staff 
 Contractors 
 Independents / Other HA‟s   
As a result agreement over the issues can be reached, clarified and a way forward produced. 
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4.2 WHO / STAKEHOLDERS 
 
All people involved or affected by the service should be invited to the event.  In practice this is 
difficult. However, a proportional representation can usually be achieved without exceeding 75 
people.  As an approximate rule it is useful to have one independent facilitator to every 15 people.  
Event‟s which have team leader‟s or manager‟s leading sessions do not work as staff see this as 
management dictating events to them rather than the other way around.   
 
A useful method of assessing stakeholders (see also Stakeholder Analysis creativity tool) and who to 
invite is: 
 
 Who cares about the service? 
 Who can make changes to the service? 
 Who knows how to deliver the service? 
 
4.3 HOW 
 
The most difficult part of the planning process is selecting the right tools and techniques.  This 
depends upon the objectives of the day and the nature of the problem.  When the challenge is 
straightforward (example 2) then tools that encourage solutions should be utilised.  When the 
challenge is more complex (example 1) or the outcomes are unclear then the event will need to first 
identify symptoms, clarify issues and then provide solutions or actions.   
 
At this stage you must also consider the format of the event.  If there is a large number of people 
attending then the event must have sessions in small groups that encourages everyone to have a 
voice.  The repairs challenge event began with an introduction before all of the participants (50+) 
took part in an affinity analysis.  Once themes had been produced they then split into four groups to 
tackle the main issues. 
 
The number of groups that you wish to have will dictate the amount of facilitator‟s that are required.  
Once this has been decided you will then need to identify some staff with a degree of independence 
to lead the group sessions.  They will need to be contacted and briefed well in advance. 
 
 
4.4 WHEN / WHERE 
 
It is important to book the venue well in advance as there is usually a high demand.  The venue 
should be selected based on how you hope to facilitate the day, the number of people attending and 
from where the majority of the stakeholders are travelling.  The venue should be booked at least 5 
weeks from the date of the meeting as this is when people‟s diaries become clear. 
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5 CREATIVITY TOOLS 
 
Please read the introduction and it will affect how and when you use these tools! 
5.1 INTRODUCTION 
 
This section describes in basic terms how tools can be used to inspire / generate ideas on a challenge 
day.  The aim of a challenge day can be described as R-I-D-D-L-E 
 
1. Review current operations 
2. Identify issues 
3. Discuss and clarify (agree) issues 
4. Decide on solutions 
5. Leave with an action plan / logbook 
6. Enjoy the experience 
 
The project sponsor and the facilitator should introduce the day.  They should outline what they 
hope to achieve from the day.  It may be necessary to lay some ground rules to scope these aims or 
to describe the tools that have been selected for the event. 
 
If the delegates are unfamiliar with the workings of the service then it may be necessary to present 
the service and how it operates (review current operations). 
 
Creativity tools can be used for three purposes, to identify/collate issues, to discuss and clarify the 
main issues from the masses, to decide / generate solutions to the issues.  This component of the 
Challenge Toolkit has been developed accordingly. 
 
Whilst it is important that a challenge event cover each of these elements it may not be necessary to 
use creativity tools to do so.   
 
Although the RIDDLE was applied in different ways at these events it is important to note that the 
key reason for the success was in the planning and preparation of the event.  If the stakeholders are 
properly identified and some analysis (statistical, process mapping, stakeholder discussion) is 
carried out prior to the event then you can easily identify which parts of the RIDDLE need 
expanding with the use of the creativity tools. 
 
The (E) part of the riddle is possibly the most important.  If everyone is EQUAL in status on the 
day, if people are relaxed, then the tools are designed with an element that will allow people to 
ENJOY the experience and EMBRACE change. 
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5.2 IDENTIFYING ISSUES 
 
These tools should be used to produce a large variety of perceptions from the stakeholders present.  
The tools are designed to provoke honest appraisal and get people to share and understand other 
people‟s perceptions on the service / element being challenged.  
 
5.2.1 Affinity Analysis 
 
Affinity analysis is a structured brainstorming method whereby the use of post-it notes allow the 
group to explore an issue without having to „verbally‟ represent their thoughts. The method works 
well to unravel strategic, tactical or operational issues. 
 
 Group Size 
This method is not restricted by group size. 
 
 Timescales 
This method takes between ½ and 1½ hour to run depending on which version of the method is 
chosen. 
 
 Materials/Facility Requirements 
 A room - large enough to hold the participants without chairs or desks preferably and with a 
blank wall to accommodate the presentation of post-it notes.  
 Post-it notes – each person will need 5-9 post-it notes each. 
 Pens – one per person 
 
 Preparation 
The method works best is beforehand a leading question or opening statement is identified. It is best 
if this question or statement is not disclosed to the participants before the event. The question or 
statement may be developed prior to the event or as an outcome from the application of an earlier 
tool on the day. 
 
 Session Leader 
A session leader or facilitator is required within this method to guide the participants. The facilitator 
must be familiar with the method but may have no knowledge of the issue or situation being 
explored. The facilitator must not get involved in the actual discussions or influence the participants. 
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 The Process 
 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The facilitator will welcome the group to the session and introduces the session, outlining 
timescales, overview of method and expected outcomes. 
 
 
Stage 1 Develop ‘leading question’ or ‘opening statement’ 
 
As suggested earlier, this stage is normally achieved prior to the Challenge Day event. The leading 
question or opening statement will act as a prompt to the participants to explore or think creatively 
about an issue or problem faced by the organisation.  
 
The leading question or opening statement is normally presented to the group on a flip-chart or 
overhead projector. 
 
 
Stage 2 Creative Thinking 
 
The group is asked to consider the opening question in silence. At this stage the method does not 
promote discussion between the participants. The aim is to try to allow each individual participant to 
think creatively about the topic or issue being considered. 
 
The participants are given a number of post-it notes and a pen and are asked to write down their 
thoughts or solutions to the leading question or opening statement.  
 
Each idea should be presented on a „separate‟ post-it note.  
 
Each post-it note idea can be represented as a single word or a sentence. The facilitator will advise 
the participants that the post-it notes will be displayed on the wall so they must be legible. 
 
Each participant is encouraged to write ideas on at least three post-it notes. This stage normally 
takes 5 to 10 minutes. 
 
 
 
 
 
 
 
 
 
 
Extended Method 
Stage 1 
 
 
Develop leading 
or opening 
question 
Stage 5 
 
Develop a „title‟ 
for the topic or 
theme 
Stage 4 
 
Group ideas into  
„topics‟ or 
„themes‟ 
Stage 3 
 
Display ideas  
Stage 2 
 
Creative thinking  
Stage 7 
 
Explore the 
relationships 
between topics 
Stage 6 
 
Transpose topic 
onto „Clock 
Diagram‟ 
Stage 8 
 
Agree key topics 
or themes 
Start 
End 
End 
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Stage 3 Display Ideas 
 
Once all participants have generated ideas on post-it notes they are encouraged to place them onto 
the wall. 
 
They are also encouraged to read each other‟s comments and they may also add additional ideas on 
new post-it notes if they wish.  Participants can at this stage discuss the ideas with other participants.  
 
This stage normally takes 5-15 minutes. 
 
Stage 4 Group ideas (post-it notes) into Topics or Themes 
 
As the group read through each other‟s post-it ideas, the facilitator will ask the participants to start to 
group the post-it notes. There will naturally be topics or themes emerging from the individual ideas. 
 
This stage normally takes 5-15 minutes. 
 
Stage 5 Develop Title for Topics or Themes 
 
The facilitator asks the participants to establish as title for each of the topics or themes identified by 
the groupings. 
 
This stage normally takes 5-10 minutes. 
 
The identified „Titles‟ (typically 3-5) may represent a problem, issue or solution that needs to be 
explored further. This will be achieved by breaking the group of participants into smaller focus 
groups. The post-it notes that make up the discussion will go forward into the focus group meeting.  
The Affinity Analysis method may end at this stage however, if more than 5 titles are presented the 
following exercise is useful for defining the key titles for further investigation. 
Stage 6 Transpose Topic (Titles) onto Clock Diagram 
 
The facilitator will collect the „Title‟ topic or issues and write these up around the clock diagram.  
 
 
Affinity Analysis – Clock Diagram Template 
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Stage 7 Explore the Relationship between the topics 
 
The facilitator will ask the participants which topic relates to another and draw a line between these 
two topics.  
 
The idea here is to establish the relationships between each identified topic. 
 
Stage 8 Agree Key Topics  
 
The topics with the most relationships (typically there will be 3-5) will be taken forward as in stage 
5. The participants are asked to agree which topics are to be taken forward. 
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5.2.2 Analogy 
 
Analogy is a method whereby a group of individuals explore a problem or issue through the use of 
metaphor. The method is useful to uncover how a group of individual stakeholders „perceive‟ the 
organisation, a department, section or process.  
 
 Group Size 
This method is not restricted by group size. Individuals can also use the method. The most effective 
group size is 10-15. 
 
 Timescales 
This method takes between 45 minutes to an hour depending on the group size. 
 
 Materials/Facility Requirements 
 A room - large enough to hold the participants preferably with movable seats  
 Forms to record each participants answers 
 Flip charts or acetates (with OHP) for group feedback 
 
 Preparation 
The answer sheets must be prepared prior to the start of the session. 
 
 Session Leader 
A session leader is required who is familiar with the method but may have no knowledge of the 
issue or situation being explored. The session leader will keep time and motivate the participants. 
 
 Process 
Start 
The session leader welcomes the participants into the session and outlines the approach, timescales 
and expected outcomes of the session. 
 
1. An answer sheet and pen is distributed to each participant. 
2. An example of the answer sheet is as follows: 
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Personality Insight 
Individual Activity:  
Using „analogy‟ is often an interesting way to explore the perception a stakeholder has of an organisation. 
 
If our company was a <analogy>, what kind of <analogy> would it be and why? 
 
Analogy Descriptor 
Car Ford Fiesta – Quick of the mark and reliable 
Newspaper Times – forward thinking 
Pop/Rock band Etc 
TV Programme  
Animal  
County  
Item of clothing  
Sex (m or f)  
Age group  
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3. Once all participants have completed their answer sheets (10-15 minutes) the session leader will 
split the group into sub-groups. 
4. The number of sub-groups will depend upon the number of participants or the type of 
participants in the group, the group is split into 3 or 4 smaller sub-groups of 4 to 5 participants). 
The aim is to have balanced sub-group participants. This exercise may not work if all of the 
participants in each sub-group are the same stakeholder type i.e. all managers or all call centre 
staff or all tenants.  
5. The sub-groups are asked to share their initial answers between each other. (10 - 15 minutes) 
6. Each sub-group are asked to try to come to form a consensus for each of the analogies they have 
suggested within the answer sheet. (10 - 15 mins) 
7. Each group is asked to present their shared analogies with the wider group. (5 mins per group  
8. = total 15-20 mins) 
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5.2.3 Conventional Brainstorming 
 
Conventional Brainstorming is a method whereby a group of individuals explore a problem or issue 
with the help of a facilitator or scribe to record their ideas. 
 
 Group Size 
This method is not restricted by group size. Individuals can also use the method. 
 
 Timescales 
This method takes between 15 minutes to an hour depending on the group size. 
 
 Materials/Facility Requirements 
 A room - large enough to hold the participants preferably with seats 
 A flip chart and pen or electronic medium for recording and displaying the ideas 
  
 Preparation 
No preparation is required for this method. 
 
 Session Leader 
A session leader (or trained scribe) is required within this method to record the ideas generated by 
the participants. The session leader must be familiar with the method but may have no knowledge of 
the issue or situation being explored. The session leader must not get involved in the actual 
discussions or influence the participants. The session leader must record what is actually „said‟ by 
the participants and not interpret what is being said. 
 
 Process 
Start 
The session leader welcomes the participants into the session and outlines the approach, timescales 
and expected outcomes of the session. 
 
1. The problem, issue or topic must be clearly stated. Explain why are you asking the group to look 
at this particular issue. 
 
2. The group are asked to generate ideas or thoughts relating to the stated problem issue or topic. 
All suggestions are recorded and displayed for everyone to see. 
 
3. All suggestions must be recorded in the form they were stated. DO NOT change the terminology 
of any suggestion. If the session leader does not understand what was said ask for clarification 
before recording the suggestion. 
 
4. Once all suggestions are recorded, it might be useful to rank the suggestions by order of priority. 
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5.2.4 Stakeholder Analysis  
 
Stakeholder Analysis is a method whereby a group of individuals explore a problem or issue by 
identifying the stakeholders of the situation and trying to determine how each of the stakeholders are 
affected by or have an effect on the situation. The method is useful when trying to explore 
stakeholder perspectives. 
 
 Group Size 
Individuals can also use the method. The most effective group size is 5-10. 
 
 Timescales 
This method takes between 45 minutes to an hour. 
 
 Materials/Facility Requirements 
 A room - large enough to hold the participants preferably with seats and a desk. 
 A flip chart  
 Post it notes and pens 
 
 Preparation 
No preparation is required for this method. 
 
 Session Leader 
A session leader is required who is familiar with the method but may have no knowledge of the 
issue or situation being explored. The session leader will keep time and motivate the participants. 
 
 Process 
Start 
 
The session leader welcomes the participants into the session and outlines the approach, timescales 
and expected outcomes of the session. 
 
1. Each participant is asked to identify the stakeholders of the given issue, situation or problem. 
 
2. The session leader or designated scribe writes the generic „title‟ of the stakeholder a post-it note. 
 
3. Examples of stakeholders may include: tenants, call centre staff, welfare rights, finance, 
contractors, etc.  
 
4. This is repeated until the group have exhausted their list of stakeholders. 
 
5. The session leader or scribe prepares the flip chart with the following stakeholder diagram: 
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Stakeholder Diagram: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
6. The session leader then asks the participants to display the post-t notes (which now represent 
each identified stakeholder) within the diagram on the flip chart under the appropriate 
stakeholder type. 
 
7. Internal stakeholders are those who are directly affected by or who directly affect the situation 
being explored and who are controlled by the company. 
 
8. External local stakeholders are those who are directly affected by or who directly affect the 
situation being explored but who are not controlled by the company 
 
9. External remote stakeholders are those who are indirectly affected by or who indirectly affect 
the situation being explored whether controlled by the company or not. 
 
 Once the post-it notes are arranged on the diagram the participants will explore how each 
stakeholder affects or is affected by the issues being explored. 
 
10. From this analysis the participants will uncover barriers that need to be addressed within the 
situation. 
 
11. A further session may follow on from a stakeholder analysis whereby representatives of all 
listed stakeholders are invited to participate in a challenge session. 
 
 
 
 
 
 
External Remote Stakeholders 
External Local Stakeholders 
Internal Stakeholders 
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5.2.5 SWOT 
 
SWOT is a method whereby a group of individuals explore a problem or issue with the help of a 
facilitator or scribe to record their ideas, focusing specifically on the strengths, weaknesses, 
opportunities or threats. SWOT is a good method for dealing with operational, tactical and strategic 
issues. 
 
SWOT may be used within the identification, clarification or solutions phases of the creativity 
section of the Challenge Day Framework. 
 
 Group Size 
This method is not restricted by group size. Individuals can also use the method. 
 
 Timescales 
This method takes between 15 minutes to an hour depending on the group size. 
 
 Materials/Facility Requirements 
 A room - large enough to hold the participants preferably with seats 
 A flip chart and pen or electronic medium for recording and displaying the ideas 
 Post it notes and pens (if using the post-it notes method – see below) 
 
 Preparation 
No preparation is required for this method. 
 
 Session Leader 
A session leader (or trained scribe) is required within this method to record the ideas generated by 
the participants. The session leader must be familiar with the method but may have no knowledge of 
the issue or situation being explored. The session leader must not get involved in the actual 
discussions or influence the participants. If post it notes are not used, the session leader must record 
what is actually „said‟ by the participants and not interpret what is being said. 
 
 Process 
The session leader welcomes the participants into the session and outlines the approach, timescales 
and expected outcomes of the session. 
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Start 
 
The session leader welcomes the participants into the session and outlines the approach, timescales 
and expected outcomes of the session. 
 
1. The problem, issue or topic must be clearly stated. Explain why are you asking the group to look 
at this particular issue. 
2. The flip-chart is prepared as follows: 
 
Strength 
 
 
 
 
 
Weakness 
Opportunity Threat 
 
 
 
 
 
 
3. The group are asked to generate ideas or thoughts relating to the stated problem issue or topic in 
terms of its strength, weakness, opportunity or threat by shouting out these ideas.  
4. All suggestions are recorded and displayed for everyone to see within the appropriate section of 
the flip chart. 
5. Once all suggestions are recorded, it might be useful to rank the suggestions by order of priority. 
 
 
Using the Post-it notes method 
 
1. Often it is useful to ask the participants to write each of the strengths, weaknesses, opportunities 
or threats they suggest on separate post-it notes. These notes are then placed onto the flip chart 
in the relevant section and displayed for all of the participants to read. 
2. This method allows for all participants to air their views and is often useful where participants 
may not be comfortable shouting out their thoughts to a wider group. 
3. Once all suggestions are recorded, it might be useful to rank the suggestions by order of priority. 
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5.2.6 PEST (EL) 
 
PEST(EL) is a method whereby a group of individuals explore a problem or issue with the help of a 
facilitator or scribe to record their ideas. The method explores the problem or issue by looking at the 
environmental factors affecting the issues including: political, economical, social, technological, 
environmental and legal factors. PEST(EL) is particularly useful when exploring strategic issues. 
 
 Group Size 
This method is not restricted by group size. Individuals can also use the method. The most effective 
group size is 10-15. 
 
 
 Timescales 
This method takes between 15 minutes to an hour depending on the group size. 
 
 
 Materials/Facility Requirements 
 A room - large enough to hold the participants preferably with seats 
 A flip chart and pen or electronic medium for recording and displaying the ideas 
 Post it notes and pens (if using the post-it notes method – see below) 
 
 
 Preparation 
No preparation is required for this method. 
 
 
 Session Leader 
A session leader (or trained scribe) is required within this method to record the ideas generated by 
the participants. The session leader must be familiar with the method but may have no knowledge of 
the issue or situation being explored. The session leader must not get involved in the actual 
discussions or influence the participants. If post it notes are not used, the session leader must record 
what is actually „said‟ by the participants and not interpret what is being said. 
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 Process 
Start 
 
The session leader welcomes the participants into the session and outlines the approach, timescales 
and expected outcomes of the session. 
 
1. The problem, issue or topic must be clearly stated. Explain why are you asking the group to look 
at this particular issue. 
 
2. The flip-chart is prepared as follows*: 
 
Political 
 
 
 
Economical 
Social 
 
 
 
Technological 
 
 
 
Environmental 
 
 
 
Legal 
 
* alternatively a separate sheet of flipchart may be used for each factor. 
 
3. The group are asked to generate ideas or thoughts relating to the stated problem or issue in terms 
of any environmental factors such as: political factors, any economical factors, any social factors 
any technological factors, any environmental factors and any legal factors. 
  
4. All suggestions are recorded and displayed for everyone to see within the appropriate section of 
the flip chart. 
 
5. Once all suggestions are recorded, it might be useful to rank the suggestions by order of priority. 
 
 
Using the Post-it notes method 
 
6. Often it is useful to ask the participants to write each of their thoughts relating to political issues, 
economical issues, social issues or technological issues they suggest on separate post-it notes. 
These notes are then placed onto the flip chart within the appropriate sections and displayed for 
all of the participants to read. 
 
7. This method allows for all participants to air their views and is often useful where participants 
may not be comfortable shouting out their thoughts to a wider group. 
 
8. Once all suggestions are recorded, it might be useful to rank the suggestions by order of priority. 
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Examples of environmental factors may include: 
 
 Political 
 Government stability 
 Taxation policy 
 Foreign trade regulations 
 Social welfare policies 
  
 Economic factors 
 Business cycles 
 GNP trends 
 Interest rates 
 Money supply 
 Inflation 
 Unemployment 
 Disposable income 
 
 Socio-cultural factors 
 Population demographics 
 Income distribution 
 Social mobility 
 Lifestyle changes 
 Attitudes to work and leisure 
 Consumerism 
 Levels of education 
 
 Technological 
 Government spending on research 
 Government and industry focus on 
technological effort 
 New discoveries or developments 
 Speed of technology transfer 
 Rates of obsolescence 
 
Environmental 
 Environmental protection laws 
 Waste disposal 
 Energy consumption 
 
Legal 
 Monopolies legislation 
 Employment law 
 Health and safety 
 Building regulations 
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5.2.7 Controlled Presentation 
 
This method is used to transfer information about some of the key issues about a particular service 
that the majority of stakeholders may not otherwise have known. The presentation must be delivered 
from a neutral stance without attempting to influence the decision making or thoughts of the target 
audience.  The facts should be presented clearly and without prejudice. 
 
 Group Size 
This method is not restricted by group size. 
 
 Materials/Facility requirements 
Digital projector, Laptop or similar compatible device, PowerPoint presentation, Handouts. 
 
 Timescales 
The presentation should be about 15 minutes 
 
 Preparation 
It will take a novice PowerPoint user about 3 hours to prepare and rehearse a 15 minute presentation.  
The presenter should arrive at the venue ½ an hour before the start to set up and test the 
presentation. 
 
 
5.2.8 Questionnaire 
 
The questionnaire can be used prior to a challenge day event to help identify some key issues.  This 
was used with a degree of success for the Supported Care partnerships challenge event where some 
communication problems were raised and then addressed at the event. 
 
Questionnaires should be brief and carried out when inviting the challenge attendees.   
 
 Group Size 
This method is not restricted by group size. 
 
 Materials/Facility requirements 
Delegate list and contact details, Telephone / e-mail, Excel spreadsheet to record and analyse 
answers 
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5.2.9 Posters 
 
“A picture speaks a thousand words” 
 
A poster will allow a person or group to quickly conceptualise issues, clarify problems or present a 
way forward.  Poster exercises often require some initial discussion at the beginning and may take 
some time for people „let go of their inhibitions‟ but ultimately prove to be great fun for all 
participants. Producing a group poster is time saving way of identifying the key issues and providing 
feedforward to the following sessions and beyond the boundaries of the challenge event without 
formal presentation. Poster presentations have been used to provide a way forward through the 
production of „mission statements‟ and also to clarify issues by displaying „rich pictures‟. 
 
 Group Size 
It is recommended that groups of 1-10 people take part on this exercise. 
 
 Materials/Facility requirements 
A room for each group, Flip charts and pens for each group 
 
Alternatively this could be achieved using PowerPoint (requires facilitators with relevant skills) 
 
 Timescales 
The session should take between 45 and 60 minutes 
 
 Facilitator  
Prompts the group on discussion points, challenges opinions and ensures that all members have an 
input to the poster.  
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5.2.10 Problem Reversal (unstructured brainstorming) 
 
Sometimes it is difficult to solve a problem by tackling it „head-on‟.  You can become too close to 
the issue and are unable to generate new perspectives.  A new way of looking at the problem or 
identifying the issue may be to turn the issue on its head. 
 Group Size 
It is recommended that groups of up to 15 people take part on this exercise. 
 
 Materials/Facility requirements 
A room for each group, Flip charts and pens for each group 
 
Alternatively this could be achieved using PowerPoint (requires facilitators with relevant skills) 
 
 Timescales 
The session should take between 15 and 30 minutes 
 
 Facilitator  
Prompts the group on discussion points, challenges opinions and ensures that all members have an 
input to the session.  They will fill in the flip chart or PowerPoint slide. 
 
 Process 
1. State the problem simply and clearly 
 
2. Reverse the direction of the problem statement.  E.g, What should we do to enable us to reduce 
the number of voids in Wigan?  Becomes what shouldn‟t we do to enable us to increase the 
number of voids in Wigan? 
 
3. Use the reversal as a stimulus for new ideas (go to identifying solutions)  
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5.2.11 Brain Writing (structured brainstorm)  
 
 Process  
1. A group of people discuss the problem 
 
2. Each group member writes down three issues in 5 minutes 
 
3. At the end of the five minutes, group members pass their papers to the person on their right. 
 
4. The person receiving the paper examines the ideas and generates new ideas or elaboration. 
 
5. This process can continue for four of five turns or until the group member receives their original 
paper. 
 
 
 Group Size 
It is recommended that groups of 5 -15 people take part on this exercise. 
 
 Materials/Facility requirements 
A room for each group 
Paper and pens for each group member. 
 
 Timescales 
The session should take between 25 and 40 minutes 
 
 
 
 
 
 
 
 
 Appendix B   29 
5.3 DISCUSS ISSUES / PROBLEM CLARIFICATION 
 
These tools should to assess variety of perceptions from the stakeholders and focus opinion on the 
main themes / issues that need to be addressed by the delegates.  The tools get people to share and 
understand the relevance / importance of other people‟s perceptions on the service / element being 
challenged.  
 
 
 
 
5.3.1 A Rich Picture  
 
A Rich Pictures is a method whereby a group of individuals explore a problem or issue by defining 
the situation or issue as a diagrammatic representation or „Rich Picture‟. The method is useful when 
trying to identify issues or conflicts within a situation. Ideally the participants of this method should 
be those involved within the issue. 
 
The Rich Picture is a very powerful tool to describe the soft and hard issues within the given 
situation. 
 
 Group Size 
Individuals can also use the method. The most effective group size is 5-10. 
 
 Timescales 
This method takes between 45 minutes to an hour. 
 
 Materials/Facility Requirements 
 A room - large enough to hold the participants preferably with seats and a desk. 
 A flip chart or OHP and acetates and pens 
 
 Preparation 
No preparation is required for this method. 
 
 Session Leader 
A session leader is required who is familiar with the method but may have no knowledge of the 
issue or situation being explored. The session leader will keep time and motivate the participants. 
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 Process 
Start 
 
The session leader welcomes the participants into the session and outlines the approach, timescales 
and expected outcomes of the session. 
 
1. Firstly the participants are asked to identify the stakeholders of the given issue, situation or 
problem. (This may have come from a stakeholder analysis) 
 
2. The session leader or designated scribe represents each stakeholder on the flip chart or OHP. 
 
3. Examples of stakeholders may include: tenants, call centre staff, welfare rights, finance, 
contractors, etc.  
 
4. This is repeated until the group have exhausted their list of stakeholders. 
 
5. At this stage the diagram may look as follows:  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Tenant 
Contractor 
Call Centre 
Manager 
Call Centre 
Staff 
 
Rich picture: Undertaking a repair 
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This symbol represents conflict  
 
6. The participants are then asked to suggest what conflicts there are in relation to each stakeholder 
listed. And possibly the viewpoints of the stakeholders. 
 
7. At this stage the diagram may look as follows: 
 
8. The session leader then asks the participants to display the post-t notes (which now represent 
each identified stakeholder) within the diagram on the flip chart under the appropriate 
stakeholder type. 
 
9. Internal stakeholders are those who are directly affected by or who directly affect the situation 
being explored and who are controlled by the organisation. 
 
10. External local stakeholders are those who are directly affected by or who directly affect the 
situation being explored but who are not controlled by the organisation 
 
11. External remote stakeholders are those who are indirectly affected by or who indirectly affect 
the situation being explored whether controlled by the organisaiton or not. 
 
12. An example of a completed diagram is as follows: 
 
13. Additional factors are added to the picture until the participants are satisfied that the picture 
represents the situation 
 
 
 
 
 
Tenant 
Contractor 
Call Centre 
Manager 
Call Centre Staff 
 
Rich picture: Undertaking a repair 
 
I need an 
appointment 
 
I just 
want the 
repair 
done! 
We can‟t give 
you an 
appointment? 
A lot of calls we get 
are not just for repairs 
My staff are 
overloaded 
How can I 
reduce 
costs? 
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5.3.2 SWOT  
 
Also used in section 4.2.5 
 
 
5.3.3 Mission Statement 
 
“If you don‟t know where you are going, it doesn‟t matter which road you take” 
 
This tool allows a group to develop a mission statement for a particular service or element of a 
service.  By working their way through the thinking process and then the creative process, you will 
develop a mission statement that communicates to your customers and motivates your employees. 
 
The mission or vision statement provides a signpost of where your service aims to be in the future.  
This is an excellent tool for generating or identifying an action plan.  The statement should: 
 
1. Explain to stakeholders / customers what business you are in 
2. Should be motivational and provide a shared sense of purpose. 
 
 Process  
1. Ask what business are you in?  E.g. Does a hotel provide food & accommodation, holidays or 
training events, or all of these?  Most firms are in business to solve a particular problem for a 
customer.  Think about the customer, a garden sells plants but the customer need is for a 
beautiful garden. 
 
2. What are your business aspirations?  E.g we will double our profit every two years.  We will 
provide such great accommodation that everyone‟s relatives will want one of our homes. 
 
3. What are your key words?  They should relate to your customer in a language that they 
recognise, understand and value.  E.g What‟s the benefit to the customer? 
 
4. Decide the best way to express your mission.  Having completed the previous tasks, a number of 
statements can now be produced.  Start with the words „We are in the business of…‟  Describe 
the type of customer or customer group (s) you will serve. Describe the customer need that you 
will satisfy or the benefit that you are providing.  Describe what you are doing to make sure that 
you meet that need. 
 
5. Decide your mission statement.  Is it future orientated, credible, outward focused and unique? 
 
6. (Optional) Use the statement and produce a roadmap to get there. 
 
Here is a mission statement that has lasted since 1886 for a shipping company that has survived a 
turbulent century. 
 
„We shall build good ships here – at a profit if we can – at a loss if we must – but always good 
ships‟ 
 
 Group Size 
It is recommended that groups of 5 -15 people take part on this exercise. 
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 Materials/Facility requirements 
A room for each group 
Paper and pens for each group member. 
Could also be done on a PowerPoint slide 
 
 Facilitator 
Must make sure that the group follow the process and be familiar with what is required.  Prompt 
answers from the team and make sure that group produce the statement to time.  Often the facilitator 
will have to mediate the discussion which can become heated. 
 
 Timescales 
The session should take between 30 and 60 minutes 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 Appendix B   34 
5.3.4 Process Maps 
 
Process maps can best be developed using a trial and error process.  It is a difficult thing to facilitate 
as not all of the group can be involved at once.  It is important to keep the process as simple as 
possible.  A useful rule is to keep the process to 7 tasks plus or minus 2.  If there are more tasks then 
these can be mapped as a separate document.  
 
 Process  
1. A group of people discuss the problem 
 
2. The facilitator begins to map the process with input from the group. 
 
3. The group agree the process 
 
 
 Group Size 
It is recommended that groups of 5 -10 people take part on this exercise. 
 
 Materials/Facility requirements 
A room for each group 
Flip chart. Paper and pens for the facilitator 
 
Can also be done using PowerPoint or Visio 
 
 Timescales 
The session should take between 30 and 60 minutes 
 
An example map is displayed below developed by a team at the Welfare Rights Challenge Event. 
 
 
 
Welfare discussed
at sign up interview
Housing OfficerWelfare Benefits
Officer(s)
External Agents
Training
Required
Quick Benefit Calculation
/ Assessment
Supplemented
by IT
Complicated
Benefits Asessment
Basic Benefits
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5.3.5 Control Presentation 
 
Also an Identification tool  
-> used in section 4.2.7 
 
 
 
 
 
 
 
 
 
5.4 DECIDE / IDENTIFY SOLUTIONS 
 
These tools should be used to build upon the outcomes from previous sessions by providing stimulus 
or frameworks for groups to suggest solutions to problems.  The sessions are usually abstract to 
time must be built in to examine and decide the practicalities of the solutions   
 
 
5.4.1 Balloon Balloon Balloon 
 
“The fun factor is an important ingredient for any idea generation session” 
Van Gundy – Author of Brain Boosters for Business Advantage (1995) 
 
 Process  
1. Obtain a supply of balloons at least 12 inches in diameter and in two colours 
 
2. The facilitator prepares two sets of paper slips small enough to be inserted into the balloons. 
Group members write a silly nonsensical phrase on the first set.  The second set should have the 
key issues, identified / clarified in the previous session. 
 
3. Members insert the silly set into each balloon of one colour and the problem related word(S) 
into each balloon of the other colour. 
 
4. The group leader turns on some music and the members of all of the groups tap the balloons 
back and forth. 
 
5. When the music stops the groups must gather at least one balloon of each colour.  Team 
members must then sit on the balloons to pop them. 
 
6. Groups combine ideas from one balloon of each colour and use the combination as a stimulus 
for new ideas. 
 
Example nonsensical phrases: 
 
“Rhubarb ink javelins” 
“Vibrating elephants in your ear” 
“Red toast that plays music” 
“Rotating Cat Lemons” 
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 Group Size 
It is recommended that groups of 4-30 people take part on this exercise. 
 
 Materials/Facility requirements 
2 sets of balloons divided into 2 colours.  1 balloon per person (an equal number of each set) 
 
Paper to put inside the balloons. 
Music 
Music player 
Flipchart and pens 
 
 Timescales 
The session can take between 15 and 45 minutes 
 
 Facilitator  
Informs the group of the objective of the task. 
Ensures that all of the materials are present. 
Makes sure that everyone takes part and the task is carried out properly. 
Ensures that the ideas generated are recorded. 
 
 
5.4.2 Conventional Brainstorming 
 
Also an Identification Tool 
-> used in section 4.2.3 
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5.4.3 Grab Bag  
 
This session provides tangible stimuli from which groups can visualise potential solutions to 
problem situations. 
 
 Group Size 
This method is not restricted by group size.  
 
 Timescales 
This method takes between 30 minutes to an hour depending on the group size. 
 
 Materials/Facility Requirements 
 A room - large enough to hold the participants preferably with seats 
 A flip chart and pen or electronic medium for recording and displaying the ideas 
 Grocery sack for each group with various small items such as: 
 
Little Cars Corks Squirt guns 
Balloons Spinning Tops Novelty Items 
Funny glasses 
 
Buttons 
 
 
 Preparation 
No preparation is required other than to organise the bags. 
 
 Session Leader 
A session leader (or trained scribe) is required within this method to record the ideas generated by 
the participants. The session leader must be familiar with the method but may have no knowledge of 
the issue or situation being explored. The session leader must not get involved in the actual 
discussions or influence the participants.  
 
 Process 
The session leader welcomes the participants into the session and outlines the approach, timescales 
and expected outcomes of the session. 
 
1. Each group receives a grocery bag containing various small items from a novelty shop of toy 
store. 
 
2. One group member retrieves an item without looking 
 
3. Group members then describe the characteristics and traits of an item and use them trigger 
solutions to problem situations that have previously been identified. 
 
4. Another group member selects a second item and the group use it suggest more ideas. 
 
5. This process continues until the group has emptied the sack. 
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Making a Sandwich 
I. Get out Cheese 
II. Get cheese grater 
(a) Grate cheese 
III. Open bread package 
(a) Take two slices 
(b) Put bread on plate 
IV. Put Cheese on bread 
V. Get onion 
(a) Peel Onion 
(b) Get knife 
(c) Dice Onion 
V. Put onion on cheese 
VI. Put second slice on top 
VII. Cut sandwich in two 
VIII. Eat Sandwich 
5.4.4 Mind Maps 
 
Make a process map for a cheese and onion sandwich.  You will probably spend a lot of time 
thinking about the order of each activity.  You may have started with open bread and then 
remembered you would need cheese.  What to put next probably occupied most of your thoughts.  
Outlines and processes force us to spend more time thinking about sequence rather than content. 
 
This tool was developed to help overcome this problem by working without the left brain and the 
analytical elements of your mind. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 Group Size 
This method is not restricted by group size. Individuals can also use the method. 
 
 Timescales 
This method takes between 15 minutes to an hour depending on the group size. 
 
 Materials/Facility Requirements 
 A room - large enough to hold the participants preferably with seats 
 A flip chart and pen or electronic medium for recording and displaying the ideas 
 
 Preparation 
No preparation is required for this method. 
 
 
 Session Leader 
A session leader (or trained scribe) is required within this method to record the ideas generated by 
the participants. The session leader must be familiar with the method but may have no knowledge of 
the issue or situation being explored. The session leader must not get involved in the actual 
discussions or influence the participants. If post it notes are not used, the session leader must record 
what is actually „said‟ by the participants and not interpret what is being said. 
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 Process 
The session leader welcomes the participants into the session and outlines the approach, timescales 
and expected outcomes of the session. 
 
1. List all the major problem elements. Include relevant people, processes, issues, time schedules, 
expectations, outcomes, anything to help understand the situation. 
 
2. Select the most central element and write it down on the centre of a sheet of paper.  This 
element should be your primary concern. 
 
3. Draw a box or other more appropriate shape around this concern.  For instance if your concern 
is surround debt collection you may wish to draw a pound note around the item. 
 
4. Draw a line extending from one side of your central shape.  Write a related word on the line. 
 
5. Depending on what is thought of next, (a) draw another line from the central shape or (b) draw a 
line to a sub topic from a previous line. 
 
Don‟t expect to find all the elements placed in a logical way as they have been generated randomly 
as opposed to the traditional process led method. 
 
Example 
 
 
5.4.5 Mission Statements 
 
Also an Decision Clarification Tool 
-> used in section 4.3.3 
 
 
5.4.6 Posters 
 
Also an Identification Tool 
-> used in section 4.2.9 
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5.4.7 Super Heroes  
 
Group members assume the identity of various super heroes as a way to introduce a playful spirit 
and use alternative perspectives to prompt ideas.  Character cards can be printed from the 
Challenge Web Site. 
 
 Group Size 
This method is not restricted by group size.  
 
 Timescales 
This method takes between 30 minutes to an hour depending on the group size. 
 
 Materials/Facility Requirements 
 A room - large enough to hold the participants preferably with seats 
 A flip chart and pen or electronic medium for recording and displaying the ideas 
 Character cards, with descriptions of the following super heroes: 
 
Batman Captain America Dr. Strange 
Mr. Fantastic The Human Torch The Invisible Girl 
Superman Wonder Woman  
   
 Preparation 
No preparation is required other than to organise the cards. 
 
 Session Leader 
A session leader (or trained scribe) is required within this method to record the ideas generated by 
the participants. The session leader must be familiar with the method but may have no knowledge of 
the issue or situation being explored. The session leader must not get involved in the actual 
discussions or influence the participants.  
 
 Process 
The session leader welcomes the participants into the session and outlines the approach, timescales 
and expected outcomes of the session. 
 
1. Each group member selects a card without looking. 
2. Each group member reads their character silently to themselves. 
3. Group members then summarise these descriptions aloud, describing special powers, strengths, 
weaknesses, habits and other special characteristics. 
4. The group then uses the characters to stimulate solutions (in character) to resolve problems. 
5. When the abstract ideas have been exhausted the group go over the ideas in the real world and 
discuss whether they could be done or if there are work rounds. 
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6 FEEDFORWARD 
 
6.1 SUMMARY SESSION 
 
Feed-forward is an important component of the challenge day toolkit.  It must be used at the end of 
each workshop within the day.  It is an important component because it allows the group to reach 
consensus and share findings.  The method of Feed-forward may vary depending on the tools that 
have been used in the previous session.  We call this Feed-forward as each group is presenting 
recommendations or the findings of their discussion.  Feed-forward can be as simple as displaying 
the poster that has been described, grouping themes or a presentation. 
 
The most crucial feedback session is the last one of the day.  As the event is focused on Action, the 
final session should have Feed-forward from the groups and feedback from the project sponsor.  The 
delegates must be assured that their work has been important and that they have informed the 
decision making process. 
 
6.2 CHOICE DECISION TOOLS  
 
6.2.1 Quick Wins 
 
Challenge day events produce results of two types.  Action that can be implemented immediately 
and action that requires a strategic change. 
 
The former, a „quick win‟, is an element that can be identified by asking the question – „Why can‟t 
we make this change tomorrow?‟   
 
Often you can if the majority of the stakeholders were at the challenge day and a logbook has been 
produced, then there are few reasons other than time and cost restraints. 
 
Some quick wins from previous challenge events include: 
 
 Debt recovery process change from „visits to postal communication‟ within 4 weeks. 
 Repair code „hotlist‟ produced within 1 week for call centre staff to work smarter 
 Enhanced communication through IT links for finance and repairs administration within 
one week, leading to longer-term improvements. 
 Identification of further service elements to be process mapped for debt recovery. 
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6.2.2 Challenge Day Log Book 
 
Another important „Feed-forward‟ tool that enables decision making is the challenge logbook.  This 
document should be produced and distributed within one week of the event.  This prompts action 
and provides evidence from the stakeholders of support for any changes that will be made. 
 
The logbook should contain any data produced on the day.  This can be produced through „typing 
up‟ flip charts, post-its and paper, or where possible, simply scanning the information into a picture 
file. 
 
 
 
 
 
6.2.3 Action Plan 
 
An action plan should include details of actions that have been suggested, the reason for 
implementing change, a date when the actions will be completed and the person (s) identified to 
carry out the action.  Action planning can built into the challenge event but is often carried out as 
part of a post challenge day review.  The action plan should form part of the Challenge Logbook and 
be based on the content of the logbook. 
 
 
 
 
 
6.2.4 Post Challenge Day Review 
 
A post challenge day review session for the project group should be carried out within a few days of 
the challenge event.  This enables the steering group to gather their thoughts, produce action plans 
and communicate the findings of the event to ALL service stakeholders. 
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6.2.5 Process Mapping (re-engineered) 
 
If the challenge event has recommended process improvements then the new process should be 
recorded and appended to the challenge logbook.  Process mapping is described in section 5.3.4 
 
This enables the steering group to re-confirm the benefits of any change and also plan for the 
change.  An example process map is displayed in this section. 
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7 ACTION 
 Implementation  
The challenge toolkit is designed to encourage action.  A challenge day is expensive in terms of staff 
time and venue etc.  Therefore, there benefits that are identified as part of the event should be 
implemented whenever possible.  However, the action owner, identified in the plan should consider 
who the action will affect and discuss the change with them.  A common mistake has been to just 
implement the change without warning or with short notice.  This actually hinders change as staff, 
residents and contractors need to feel consulted, involved and empowered to make the change for 
themselves.  The challenge toolkit is designed with this purpose in mind but it can be quickly 
undone at the implementation phase. 
 
 Project management method 
For longer-term change it may be necessary to PLAN to implement change.  This may involve using 
project management software such as Microsoft Project or in bigger cases a project management 
method. 
 
Here have developed an, in-house, project management method which incorporates key principles 
from the well-used PRINCE2 (PRojects IN Controlled Environments) framework.  This allows 
guidelines for a project manager to be agreed with the project board / sponsor and a defined 
expectation of the change.  This method should be used for projects which require change to be 
implemented over a period of 6 months and/or projects that directly affect large groups of people 
and/or are significantly expensive. 
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8 THE CHALLENGE CHECK LIST 
 
Pre-Event  
Identify Challenge Aims  
Identify Stakeholders  
Book Venue  
Invite Stakeholders  
Select Tools to Use  
Produce Agenda  
Choose groups  
Produce Badges  
Prepare Presentations  
Book / prepare equipment  
Organise scribes & group leaders  
Ensure logbook can quickly be produced  
Organise post challenge review meeting  
 
 
Event  
Review & Feed-forward before and after workshops  
Identify Issues  
Discuss and Clarify Issues  
Decide on Solutions  
Leave with an action plan / logbook  
Enjoy  
 
 
Post Event Documentation  
Summary  
Challenge Day log book  
Action Plan  
Post Challenge Day review  
Project Plan  
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Outline Proposal for  
Getrag Ford SME Organisational Development Programme 
 
Background: 
 
The request from Getrag for assistance with their Blue Sky programme came as part of an overall 
request through our sector group for support in a number of areas: 
 
 Training needs analysis of their employees and follow up with skills training which is 
currently being taken forward by a consortium of Merseyside FE colleges. 
 
 Placement of their apprentices within local smaller companies to give them exposure to 
and experience of other company practices which is currently being taken forward by 
Trevor thru our MAG (Merseyside Manufacturing and Automotive Group) initiative and 
by Steph from Knowsley Council. 
 
 Utilisation of the administration building for educational purposes which is currently being 
taken forward by PfL as part of their expansion plans and which forms part of the overall 
automotive sector strategy for Merseyside and the Northwest. 
 
 Assistance with their Blue Sky culture change programme in return for working with us to 
develop a culture change model for smaller companies. 
 
We (MAG) have been exploring ways in which we could support Getrag on their culture change 
programme and to identify potential funding which might be available. Supplementary to this the 
MAG have been trying to develop a culture change model for SMEs and initially looked at the 
Jaguar experience but realised that it was too resource intensive for SMEs. Separately it is 
recognised throughout the sector and indeed across other sectors that in order for a company to 
sustain any improved performance it has to have the “right” culture in place. It was our 
conclusion, and we have opened up discussions with TMP/GONW, that it could be funded 
through our Automotive Sector Development programme within the Objective One programme. 
Also Knowsley Borough Council are interested in helping Getrag with their culture change 
programme and have provisionally committed up to £5k towards the costs of any initiative. 
 
Outline Proposal: 
 
The project builds on the automotive sector development activity and supports the action plan 
included in the Automotive Sector Development Business Plan, which has been approved by The 
Mersey Partnership, the Government Office Northwest and the Northwest Development Agency.  
 
It is clear that SMEs in particular need to change, particularly in terms of their culture if they are 
to achieve a position where they can improve and sustain any business improvements. It is also 
clear that companies who we support need to be committed to change and a process of 
continuous improvement. The project proposal intends to build on the experiences of Getrag-
Ford and it’s Blue Sky culture change programme and use this as a platform to develop and pilot 
a culture change programme which can be applied further down the supply chain and across 
other sectors. The project has four phases: 
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Phase 1 – Review and assessment of the Blue Sky culture change programme at Getrag-Ford and 
provide input to refresh the programme and identify any formal tools/techniques which could 
enhance the delivery of the programme. Primarily this will involve a review of existing materials, 
the review of the strategy formulation, interviews with teams undertaking the strategy, a review 
of specific tools/techniques and an outline of other tools that could enhance the existing model. 
 
Phase 2 – Establish the competencies/learning outcomes from the Blue Sky programme which 
can be benchmarked against learning outcomes/competencies possibly linked to modules from 
the Masters in Business Improvement/Masters in Enterprise framework at JMU. It is anticipated 
that some of the modules from this framework may provide some underpinning knowledge to 
assist the delivery of the Blue Sky programme. This will assist in the development of a generic 
model that will form the basis of Phase 3.  
 
Phase 3 – Develop a model which can be rolled out to smaller companies in the 
manufacturing/automotive sector. This will include the relevant training materials for the 
development of mentors to support the SMEs in the process of change. 
 
Phase 4 – Pilot the delivery of the culture change programme, developed in Phase 3, with a 
network of Merseyside and Northwest SMEs - suggested group size of 6 companies. 
 
The intention is for JMU staff to work initially with Getrag-Ford to gain an understanding of 
their culture change programme and provide input to refreshing/updating it. In return Getrag-
Ford have agreed to assist JMU in developing a model which is transferable to smaller 
companies. The first two phases will be funded by contributions from Knowsley Council, the 
Merseyside Automotive Group and Getrag-Ford. ERDF funding will be used to part-fund phases 
one, two and four as detailed in the table overleaf. 
 
In addition to the actual direct costs, MAG would also need to include the in-kind costs from 
company beneficiaries i.e. staff time at Getrag-Ford and the SMEs participating in the pilot 
programme and the overhead costs of JMU staff delivering the programme.  
 
Timescales: 
 
Phase 1 June – October 05 
Phase 2 Sept 05 – March 06 
Phase 3 Sept 05 – Feb 06 
Phase 4 Dec 05 – May 07 
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Getrag Ford SME 
Organisational Change 
Program  
 
 
Phase 1: Executive Summary  
_____________________________________________________________________________________ 
 
 
Here is Edward Bear, coming downstairs now, bump, 
 bump, bump, on the back of his head, behind  
Christopher Robin. It is, as far as he knows, the only  
Way of coming downstairs, but sometimes he feels that 
 there really is another way, if only he could stop bumping 
 for a moment and think of it. 
 
                                                         
 
 
 
                                                          (Winnie-the-Pooh, A.A. Milne, 1926) 
 
 
 
GETRAG Ford Transmissions Halewood knew there was another way and managed 
their need for  
 
‘Change’ by stopping and thinking!  preventing a bumpy road in acquiring their new 
image. 
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1. Introduction 
 
A team from Liverpool John Moores University was constituted to undertake this first 
phase of the partnership. 
 
Name Specialist Subject Project Position 
 
Barry Barnes Strategic Management Project Analyst 
 
Pam Betts Competitive Intelligence Project Officer / Research 
Analyst 
 
Ann Mulhaney Cybernetic Management Project Manager / Analyst 
 
Jim Sheehan Systems Modelling Project Analyst 
 
 
 
An in-depth analysis of GFT has been carried out as part of Phase One of the OCP 
Programme. During this phase a total of 53 man days of effort have been allocated to this 
project of which 19 have been spent on the GFT premises at Halewood. The main 
activities undertaken during the analysis phase as it relates to this phase were carried out 
as follows: 
 
 
 
 
 
 
 
Our only security is our ability to change 
   
(John Lilly) 
 
Table 1.3 Project Team Members 
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2. Phase 1 Review 
 
2.1 Review and Assessment of GFT Blue Sky Programme (BSP)  
 
The following table illustrates the main tasks set out for Phase 1 and the status of each 
programme task. 
 
Task Description Status 
1 Presentation from GFT on BSP Completed  
2 Interview key GFT project team Completed 
3 Conduct multi - stakeholder analysis  Completed 
4 Review strategy formulation Completed 
5 Structured week, process mapping Completed 
6 Analysis operational communications Completed 
7 Develop report to GFT outlining areas for 
development of BSP 
Completed 
8 Present findings of phase report to GFT Complete 
9 Write up research findings from phase 1 for 
academic/industry literature 
Complete 
 
 
2.2 Review Existing Process of Change 
 
The purpose of this exercise was twofold: 
 
 To review GFT BS Programme to determine best practice and areas for improvement 
 To assist in the development of a transferable Organisational Development 
Programme model for use within SMEs 
 
 
 
 
 
To improve is to change; to be perfect is to change often 
 
 Winston Churchill 
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BSP History 
 
BSP was initiated by GFT in 2001. The key points in the journey are as follows: 
 
Stage No Year Month Activity 
 
1 2002 Mar to May Cross Functional Sessions discussing SWOT results 
from 2001 
 
2 2002 May to Jul Fishbone created to visually demonstrate subject areas 
resulting from Stage 1 
 
3 2002 Jul to Nov Key Strategies formulated from Stage 1 & 2 including 
metrics and targets were possible. Subject Sponsors 
and Element Champions nominated. Team members 
were volunteers across plant (20% employee cross 
section) 
 
4 2002 Nov to Dec Coaching BSP Teams 
 
5 2003 Feb 8 steps of change 
 
6 2003 Mar Communication broadened – screen saver, posters, 
plasma screen, inspiring presentations 
 
7 2003 May New Logo created using local community school 
 
8 2004 Jan to Jul Formulated Leadership Alignment  
Seminars attended, I-Scope infiltrated and blocking 
behaviours addressed. 
 
9 2004 Aug Rolled out Stage 8 during company shut down – 5 day 
event 
 
10 2004 Jul to Nov Structured week formulated  
 
11 2004 Dec Stage 10 rolled out 
 
12 2004 Dec T – Card Audit implemented 
  
 
 
 
 
 
 
 
 
 
Table 1.2 BSP Time Line  
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3. Findings 
 
BSP Vision has been extremely successful in setting a platform for change within GFT 
and delivered significant benefits to all stakeholders. During 2005 GFT have celebrated 
Best Engineering Factory of the year, a prestigious visit by The Duke of York, 
Ambassador of Trade and Industry. Vast improvements in terms of safety, quality cost 
and absenteeism have been realised. 
 
However, all change management programmes have finite life spans where eventually 
the benefits start to trail off. The problems observed are largely to do with the 
identification of how to move onto the next phase of improvements for the business. In 
particular it is necessary to declare BSP a Big Success and to re-launch the next phase of 
the lifecycle. An analogy can be made between the development of a new transmission 
system to replace a highly successful but dated system. 
 
The re-launch needs to be supported by operational processes and management systems 
to take forward the programme into the future. This involves providing direction through 
high level Leadership and a supporting Project Team. 
 
The successes of the existing BS Programme need to be maintained and enhanced. These 
include: 
 Structured Change Programme 
 Embedded Monitoring Process - Structured Week  
 Benchmarking 
 Leadership 
 Cross Functional Teams 
 Communication 
 
 
Everyone thinks of changing the world, but no one thinks of 
changing himself. 
 
                                   (Tolstoy) 
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4. The Way Forward 
 
As stated previously a new phase of BSP is required and here the emphasis moves from 
problem solving towards a culture of continuous improvement embedded within all staff 
at all levels of the organisation. 
 
4.1 Continuous Long Term Improvement  
 
Firstly it is important to close the loop from BSP Visioning and capture the benefits that 
have been realised. There are significant lessons to be learned from this process that 
would inform future projects 
 
A BSP Team with clear management responsibilities needs to be reinstated to drive 
forward the next phase of change. Members will need to be selected with a view to their 
roles and capabilities and where necessary training will need to be provided. In the short 
term this team will benefit from being ‘coached’ and ‘mentored’ by people with 
experience in implementing change successfully. Clear Management monitoring 
processes need to be established to ensure efficiency and effectiveness. This includes the 
generation of management reporting mechanisms that allow the team need to know when 
success has been achieved. 
 
A set of agreed priorities needs to be developed and continuously reviewed to ensure that 
maximum benefits are achieved for any given level of effort and thus managing the 
benefits being delivered by BSP. Once again clear communication is essential both 
between the team and to all levels within the organisation. 
 
 
There is nothing permanent except change. 
 
                            (Heraclitus) 
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4.2 Real Time Monitoring 
 
The Structured Week processes has provided GFT with an effective operational 
monitoring and control system but there is significant scope to take this even further. The 
use of information technology to provide ‘real time’ monitoring will allow improved 
decision making and increase the scope for operational efficiency.  
 
Similarly the effectiveness of management processes can be monitored to allow 
improved decision making and increase the scope for operational effectiveness.   
 
Initially pilot programmes will have to be identified and used to validate the processes 
and training required to operate these. 
 
Again the communication of this is crucial to success. 
 
4.3 Benchmarking 
 
Benchmarking is a powerful weapon in establishing how well a business is performing. 
 
Benchmarking can be used to make comparisons at various levels,  
 within the plant 
 within GFT 
 within the industry. 
 
Benchmarking can be applied to all processes, operational and management, but care 
needs to be taken to ensure that there is consistency between standards at different levels 
of the organisation. For example meeting all targets at operational levels should ensure 
that strategic target are also met and there is no mismatch in expectations. 
 
This can be achieved and monitored through real time performance measurement.  
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4.4 Leadership  
 
The importance of effective leadership cannot be underestimated. Good leadership styles 
can be developed but must be supported by an appropriate reward and recognition 
process. For many leaders the opportunity to gain accreditation for learning towards a 
higher qualification would reward staff and bring new ideas and skills back into the 
business. 
 
In addition there is a clear need to develop lower and middle ranking managers to enable 
them to move smoothly into more senior roles and to become the leaders of tomorrow. 
 
4.5 Cross Functional Learning 
 
The use of cross functional teams has been very successful within the BSP. It has 
allowed the development of ideas and solutions within the BSP umbrella to contribute 
actively to the delivery of both short and long term benefits. 
 
This Action Learning Philosophy needs to be further developed to allow more staff to 
engage in the change programme. To achieve this there is need to train and develop new 
roles for example coaches and mentors to support staff in making effective use of new 
processes. 
 
Training may include: 
 Action Learning 
 Creative Problem Solving Skills 
 Influencing Skills 
 Time and Project Management 
 Effective Monitoring 
 Effective Coaching and Mentoring Skills 
 
The development of effective cross functional learning will facilitate the deliver of 
continuous long term improvement. 
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4.6 Communication 
 
Communication in the past has been one of the most significant mechanisms to drive 
forward the Vision for BS. It cannot be overestimated how important it is to learn from 
previous experience as to what has worked effectively and which has not. There is a need 
to ensure communication is multi directional and that mechanisms for formal and 
informal communication exists within the next phase of BS. 
 
The use of technology can be used to deliver reliable and accurate information in a 
timely and effective manner.  
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5. Phase 2 
 
5.1 Proposals 
 
It is anticipated that Phase 2 will consist of the following: 
 
Objective Time 
Scale 
Delivery 
Develop Revised BSP Model 3 
Days 
Consultancy 
JMU / GFT 
Agree Training Requirements  
 
Decision  
JMU / GFT 
Deliver Training  
    Coaching / Mentoring etc 
    Creative Problem Solving 
    Monitoring Systems 
5 
Days 
Training 
JMU 
Real Time Business Monitoring  1  
Day 
Consultancy  
Professor John Beckford 
 
 
This is within the existing contract and will not incur additional costs for GFT beyond 
what has already been determined. 
 
 
 
 
 
Unless you change how you are, you will always have what 
you've got. 
 
                               (Jim Rohn) 
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6. Phase 3 / 4 Recap 
 
Phases 3 and 4 of this project are to develop and implement a model of Organisational 
Development for SMEs. In order to achieve this objective the following will be 
delivered: 
 
 Develop Transferable Model for SME’s (including Support Documentation for 
stakeholders) 
 
 Establish Management Monitoring Process to ensure the objectives can be 
monitored and measured 
 
 Form Teams both operational and management  
 
 Agree Priorities 
 
 Communicate 
 
To achieve this it is anticipated that GFT will need to contribute: 
 
 SME Open Days 
 
 Brand 
 
 Business Mentors / Advisors 
 
 Onsite Training Facilities 
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7.  OCP Presentation 
GETRAG FORD Transmissions 
SME  Organisational 
Development Programme
 Barry Barnes 
 Pam Betts
 Ann Mulhaney
 Jim Sheehan
 
 
 
 
Agenda
 Phase 1 Review
 Way Forward
 Phase 2 Proposals
 Phase 3 / 4 Recap
 GFT Support 
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Phase 1 Review
 Review current process of change
 Define existing competencies
 Outline additional tools and techniques
 Outline of training needs
 Define required competencies/learning outcomes 
 Way Forward
 
 
 
 
 
Phase 1 Review
 Review current process of change
 Development of organisational transformation 
model for SMEs
 Define existing competencies
 Structured Change Programme
 Embedded Monitoring Process - Structured Week 
 Benchmarking
 Leadership
 Cross Functional Teams
 Communication
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Way Forward
 Continuous Long Term Improvement
 Management Process
 Real Time Monitoring
 Structured Week Efficiencies
 Managed Process
 Benchmarking
 Engaging with External Stakeholders
 
 
 
 
Way Forward
 Leadership
 Accredited Learning
 Developing the Leaders of Tomorrow
 Cross Functional Learning
 Action Learning Teams
 Coaches / Mentors / Trainers
 Communication
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Continuous 
 Close Loop
 Form New BS Team
 Formulate Management Monitoring Processes
 Agree Priorities
 Validation of Effectiveness
 Communicate
Long Term
Improvements
 
 
 
 
Real Time Monitoring
 Develop Operational Monitoring Systems and 
Processes
 Develop Management Monitoring Systems and  
Processes
 Implement Pilot 
 Roll Out
 Communicate
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Benchmarking
 Management and Operational Processes
 Comparison with External Standards
 Top-Down and Bottom-Up Consistency
 Real Time Performance Reporting
 
 
 
 
 
Leadership
 Accredited Leadership Development Programme
 Development of Leaders of Tomorrow 
 Succession Planning
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Cross Functional Learning 
 Action Learning Philosophy
 Coaching/ Mentoring/ Training
 Formulate New Teams
 Roll Out Continuous Improvement Processes
 Communicate
 
 
 
 
 
Communication
 Multi-directional Communication
 Formal and Informal Channels
 Use of Technology
 Internal and External
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Phase 2 Proposals
 Develop Revised BSP Model
 3 days
 Agree Training Requirements for the new BS 
Team
 Coaching / Mentoring / Training Skills Development 
(1day)
 Creative Problem Solving Skills (2 days)
 Monitoring Systems (2 days)
 Real Time Business Monitoring
 1 day consultancy with Professor John Beckford 
(Professor of Managerial Cybernetics at JMU)
 
 
 
 
Phase 3 / 4 Recap
 Develop Transferable Model for SME’s
 Support Documentation for stakeholders 
 Establish Management Monitoring Process
 Form Teams
 Agree Priorities
 Communicate
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GFT Support
 SME Open Days
 Brand
 Business Mentors / Advisors
 Onsite Training Facilities
 
 
Questions
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ORGANISATIONAL CHANGE PILOT  
STRATEGIC BASELINE ASSESSMENT 
 
Guidance Notes 
Completion Time 
There is no set way to use this assessment tool.  Some have completed it as a group, others have 
completed it separately and then come back together to develop one response.  Experiences of piloting 
the assessment identified that it took between 30 minutes and one hour to complete, depending on the 
mechanism used. This assessment template will be used at the start and end of the pilot to assess how 
effective the organisational change pilot has been. 
Questions 
Where possible we have kept this to ‘Multiple Choice answers 
There are 30 questions to complete, based on the following principles: 
 Leadership 
 Policy & Strategy 
 People  
 Partnership & Resources 
 Processes 
 Performance  
 
The questions have been developed using work carried out at GETRAG Ford Transmissions on their 
Blue Sky Culture Change Program and the approach is based on the EFQM Excellence Model, 
GETRAG Ford Transmissions Senior Management and LJMU academic advisors. 
Organisational Change Pilot 
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Company Details        
 
  
  
Employee Interviewed: (                                Enter name                                 )  
 
Main Functions of Company(please rank in order of importance if more than one) 
 Manufacturing ( rank )  Service delivery ( rank )  
 Sales ( rank )  Other ( rank )    (  Please specify  )  
 
 Date Company began  (  Enter date  )  
   
   
Please identify where the Company is on the Company Lifecycle with a cross  
 
(    )  Form:  Common causes arise from shared 
interests, opportunities, threats and early 
enthusiasm. 
(    )  Frustrate:  feel in a ‘fog’.  Doubts about 
what each partner brings  
(    )  Functioning:  Renewed vision and focus.  
Clear roles and responsibilities 
(    )  Fly:  Successful achievement of Company 
goals. Trust and respect. 
 
 
 
 
 
 
Interviewer Name : (                                          Enter name                                                      )  
  
 
Date of Assessment: (  Enter date  )  
 
 
 
 
 
 
 
Company Life Cycle 
Organisational Change Pilot 
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 (1):  Leadership 
  
 
  
Strongly 
Disagree Disagree Neutral Agree 
Strongly 
Agree 
1
.
1 
All employees’ performance is formally 
recognised 
 
(    )  (    )  (    )  (    )  (    )  
1
.
2 
Best practise is shared across the Company 
 (    )  (    )  (    )  (    )  (    )  
1
.
3 
The Company currently supports / funds 
improvement activities 
 
(    )  (    )  (    )  (    )  (    )  
1
.
4 
The Company has clearly defined values 
 (    )  (    )  (    )  (    )  (    )  
1
.
5 
The leaders in the Company act as role 
models for these values 
 
(    )  (    )  (    )  (    )  (    )  


 Other Comments 
(  Please specify  )  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Organisational Change Pilot 
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 (2):  Policy & Strategy 
  
 
  
Strongly 
Disagree Disagree Neutral Agree 
Strongly 
Agree 
2
.
1 
The Company has a formal strategy setting 
process 
 
(    )  (    )  (    )  (    )  (    )  
2
.
2 
All internal stakeholders are involved in the 
Companies strategy and plans 
 
(    )  (    )  (    )  (    )  (    )  
2
.
3 
The Companies strategy and plans are 
communicated across the Company 
 
(    )  (    )  (    )  (    )  (    )  
2
.
4 
All employees  can relate their own 
activities to Company plans and objectives 
 
(    )  (    )  (    )  (    )  (    )  
2
.
5 
The Company engages with the local 
community 
 
(    )  (    )  (    )  (    )  (    )  


 Other Comments 
(  Please specify  )
Organisational Change Pilot 
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(3):  People 
  
 
  
Strongly 
Disagree Disagree Neutral Agree 
Strongly 
Agree 
3
.
1 
All employees have an annual appraisal 
 (    )  (    )  (    )  (    )  (    )  
3
.
2 
Employees are trained and developed to 
meet business needs 
 
(    )  (    )  (    )  (    )  (    )  
3
.
3 
The Company has a fully implemented 
equal opportunities policy 
 
(    )  (    )  (    )  (    )  (    )  
3
.
4 
All employees performance is formally 
recognised by the company 
 
(    )  (    )  (    )  (    )  (    )  
3
.
5 
The Company places importance on team 
work 
 
(    )  (    )  (    )  (    )  (    )  


 Other Comments 
(  Please specify  )
Organisational Change Pilot 
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(4):  Partnerships & Resources 
  
 
  
Strongly 
Disagree Disagree Neutral Agree 
Strongly 
Agree 
4
.
1 
The company has an accurate Asset 
Register 
 
(    )  (    )  (    )  (    )  (    )  
4
.
2 
The Company manages its assets to 
maximise business performance 
 
(    )  (    )  (    )  (    )  (    )  
4
.
3 
The company meets regularly with its key 
customers 
 
(    )  (    )  (    )  (    )  (    )  
4
.
4
  
The company actively seeks partnerships 
with its suppliers 
 
(    )  (    )  (    )  (    )  (    )  
4
.
5 
The company has a proactive maintenance 
policy (TPM) 
 
(    )  (    )  (    )  (    )  (    )  


 Other Comments 
(  Please specify  )
Organisational Change Pilot 
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(5):  Processes 
  
 
  
Strongly 
Disagree Disagree Neutral Agree 
Strongly 
Agree 
5
.
1 
All business processes are formally 
documented. 
 
(    )  (    )  (    )  (    )  (    )  
5
.
2 
The company benchmarks its business 
processes. 
 
(    )  (    )  (    )  (    )  (    )  
5
.
3 
All employees have access to business 
process documentation. 
 
(    )  (    )  (    )  (    )  (    )  
5
.
4 
The company has a proactive approach to 
problem solving. 
 
(    )  (    )  (    )  (    )  (    )  
5
.
5 
Procedures are in place to monitor and 
improve critical processes. 
 
(    )  (    )  (    )  (    )  (    )  


 Other Comments 
(  Please specify  )
Organisational Change Pilot 
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(6):  Performance Criteria  
  
 
  
Strongly 
Disagree Disagree Neutral Agree 
Strongly 
Agree 
6
.
1 
The company has performance 
management procedures for its Customers 
 
(    )  (    )  (    )  (    )  (    )  
6
.
2 
The company has performance 
management procedures for its Employees 
 
(    )  (    )  (    )  (    )  (    )  
6
.
3 
The company has performance 
management procedures for its Suppliers 
 
(    )  (    )  (    )  (    )  (    )  
6
.
4 
The company has performance 
management procedures for its Processes 
 
(    )  (    )  (    )  (    )  (    )  
6
.
5 
All Company performance measures are 
related to the Companies main objectives 
and plans 
 
(    )  (    )  (    )  (    )  (    )  


 Other Comments 
(  Please specify  )  
    
Appendix G         1 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
APPENDIX G: 
 
 
 
ALL COMPANY BASELINE DATA  
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 SAMPLE BASELINE SURVEY REPORT 
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Project Baseline Report 
 
 
 
 
 
 
Company:   Company X 
 
 
 
 
Assessor name:  Ann Mulhaney 
 
 
 
 
Company Logo <here> 
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1 PROJECT INITIATION REPORT PURPOSE 
Project Initiation Report Purpose 
 
The Project Initiation Report is the first document produced for the project and is used 
by the business and workplace coaches, the company champion and its senior 
management. It will form the basis for discussion and aid the formation of a Main 
Agenda that will result in the success of ‘Organisational Change’, identify areas for 
improvement, resolve open issues, and formally open the OCP pilot. 
Methodology 
The data was collected by interviewing the following people 
 Senior Management  
 Administration employee 
 Shop Floor employee 
 New Starter 
 Supervisor 
The results were averaged out to produce a strategic and operational level result. These 
were then compared to produce a conclusion for discussion.  
 
 
2 PROJECT INITIATION REPORT GOALS 
Project Initiation Report Goals 
 
 Summarise Perception of the Strategic level and Operational level of the  
 
company 
 
 
 Highlight key enablers that may initiate a key objective 
 
 
 
 Help all stakeholders to focus on weak areas and prioritise them 
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3 BASELINE ASSESSMENT RESULTS 
 
 
Results Key 
Disagree Neutral Agree 
 !  
 
 
 
 
Conclusion Key 
All OK 
Communication 
Problem Needs 
Attention 
Full Discussion 
Required 
   
 
 
 
 
Graph Key – Summary as a % 
All OK 
Communication 
Problem Needs 
Attention 
Full Discussion 
Required 
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0 5 10 15 20 25 30 35 40
All OK
Communication Problem Needs Attention
Full Discussion Required
Leadership
3.1 LEADERSHIP 
Leadership 
Strategic Question Result Operational Q. Result Conclusions 
All employee performance 
is formally recognised 
! Is your 
performance 
recognised 
 
 
 
Best Practice is shared 
across the company 
! Do you share best 
practice with 
other employees? 
  
The company currently 
supports / funds 
improvement activities 
 N/A -  
The company has clearly 
defined values 
 Are you aware of 
your company’s 
values 
!  
The leaders in the company 
act as role models for these 
values 
 The leaders in the 
company act as 
role models for 
these values 
!  
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0 20 40 60 80 100
All OK
Communication Problem Needs Attention
Full Discussion Required
Policy & Strategy
3.2 POLICY & STRATEGY 
 
Policy & Strategy 
Strategic Q. Result Operational Q. Result Conclusions 
The company has a 
formal strategy setting 
process 
 N/A -  
 
All internal stakeholders 
are involved in the 
company’s strategy & 
plans 
 Are you involved in 
the company’s strategy 
& plans 
!  
 
 
 
The company’s strategy 
& plans are 
communicated across the 
company 
 Has the company 
communicated its 
strategy and plans to 
you 
!  
 
 
 
All employees can relate 
their own activities to 
company plans and 
objectives 
 Do you understand 
your company’s 
strategy and plans 
relevant to your job 
  
 
The company engages 
with the local community 
 N/A -  
 
 
 
 
 
 
 
 
 
 
 
 Appendix G  8 
 
 
0 10 20 30 40 50 60 70 80
All OK
Communication Problem Needs Attention
Full Discussion Required
People
3.3 PEOPLE 
People 
Strategic Q. Result Operational Q. Result Conclusions 
All employees have an 
annual appraisal 
 
 
Do you have an 
annual appraisal 
 
 
 
Employees are trained 
and developed to meet 
business needs 
! Are you trained and 
developed according 
to your appraisal 
performance 
 
 
 
 
The company has a fully 
implemented equal 
opportunities policy 
 Are you aware of 
your company’s 
equal opportunities 
policy 
! 
 
 
 
All employees 
performance is formally 
recognised by the 
company 
! N/A - 
 
 
 
The company places 
importance on team 
work 
 Do you work in 
teams 
! 
 
 
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3.4 PARTNERS & RESOURCES 
Partnerships & Resources 
Strategic Q. Result Operational Q. Result Conclusions 
The company has an 
accurate Asset Register 
 N/A -  
The company manages 
its assets to maximise 
business performance 
! N/A -  
 
The company meets 
regularly with its key 
customers 
 
 
N/A -  
The company actively 
seeks partnership with 
its suppliers 
 N/A -  
 
The company has a 
proactive maintenance 
policy (TPM) 
 N/A -  
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3.5 PROCESSES 
Processes 
Strategic Q. Result Operational Q. Result Conclusions 
All business processes 
are documented 
 
 
N/A -  
The company 
benchmarks its business 
processes 
! Does your work 
area benchmark 
its processes 
 
 
 
 
All employees have 
access to business 
documentation  
 
 
Do you have 
access to 
business process 
documentation 
for your job role 
  
The company has a 
proactive approach to 
problem solving 
! Do you have 
understanding of 
problem solving 
  
Procedures are in place 
to monitor critical 
processes 
! Are you 
monitored to 
improve critical 
processes 
! 
 
 
 
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3.6 PERFORMANCE CRITERIA 
Performance Criteria 
Strategic Q. Result Operational Q. Result Conclusions 
The company has 
performance 
management procedures 
for its Customers 
! N/A   
 
The company has 
performance 
management procedures 
for its Employees 
!  N/A    
 
The company has 
performance 
management procedures 
for its Suppliers 
 
 
 N/A    
 
 The company has 
performance 
management procedures 
for its Processes  
 
 
 N/A    
 
All company 
performance measures 
are related to the 
company’s main 
objectives and plans 
!  N/A    
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4 OVERALL SUMMARY 
 
Summary Table 
Section All OK Needs 
Attention 
Full Discussion 
Required 
LEADERSHIP    
POLICY & STRATEGY    
PEOPLE    
PARTNERSHIPS & 
RESOURCES 
   
PROCESSESS    
PERFORMANCE 
CRITERIA 
   
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Organisational Change 
Programme (OCP) 
 
Guidance Notes 
 
 
 
 
 
 
_____________________________________________________________________________________ 
 
Here is Edward Bear, coming downstairs now,  
bump, bump, bump, on the back of his head, behind  
Christopher Robin.  
 
It is, as far as he knows, the only way of coming 
downstairs, but sometimes he feels that there really is 
another way, if only he could stop bumping for a moment 
and think of it. 
 
(Winnie-the-Pooh, A.A. Milne, 1926) 
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Terms of Reference 
 
 
 
 
1. The Organisational Change Programme (OCP) 
 
The Organisational Change Programme (OCP) is a pilot project aimed at the 
development of knowledge transfer within the automotive sector on Merseyside. The 
OCP pilot project started in July 2005 as a partnership between Liverpool John Moores 
University (JMU) and GETRAG FORD Transmissions (GFT). GFT have undergone a 
radical culture change programme since 2001 and it was considered that staff from GFT 
could be trained as business and workplace coaches to work with SMEs to assist 
business improvement.  
 
Six SME organisations have been chosen to take part in the pilot project. These 
companies will be assigned GFT Business Coaches who will work with staff within the 
partner company over a 12 month period. JMU will provide support mechanisms and 
evaluate the impact of knowledge transfer between the partnerships. 
 
Within each SME organisation a number of staff will be identified to act as Champions 
working directly with the GFT Coaches. These Champions will in turn also be trained by 
JMU as business and workplace coaches to further assist with the knowledge transfer 
activity. 
 
 
2. Role of the Coach  
 
The role of the coach is to: 
 
 Visit the partner organisations once per month for a period of 12 months. 
 Use coaching techniques to work with their Champion 
 Agree action plans with Champions 
 Record coaching sessions and report activity to OCP Office 
 
 
 
 Appendix H                  3 
2. Role of the Champion 
 
 Agree channels of communication between coach and key stakeholders 
 Meet with coaches to develop action plans  
 Implement actions and report to coach and key stakeholders including OCO 
Office 
 Maintain Employee register and associated records for all meetings and activities 
 
 
3. Funding 
 
The OCP Pilot is funded through Merseyside Automotive Group (MAG). In order to 
receive money to cover costs incurred implementing the OCP Pilot beneficiary time has 
to be collected.  
 
Beneficiary time is the time taken by all stakeholders involved in any activity associated 
in the OCP Pilot. This information is recorded by the Coach on the activity log (D3) and 
by the Champion on the employee activity register (D4) 
 
It is anticipated that coaches will spend one day per month with their champion.  
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OCP  Templates 
1.1 Introduction 
To improve is to change; to be perfect is to change often 
 Winston Churchill 
The OCP Pack contains a number of forms that will be used during various stages of the 
project. The overall work flow for the OCP process can be seen at Section 3.  Table 1.0 
summarises the information flows of the forms as they are utilised within the project. 
 
Form Title Code Completed by: Signed by: Copies to: 
Main Agenda D1 Champion MD 
OCP, Coach and 
Champion 
 
Stakeholder Analysis D2 Champion and Coach 
Champion and Coach 
 
Activity Plan D3 Coach 
Resource Plan  D3a Coach and Champion 
Employee Activity 
Register 
D4 Champion 
All participants 
involved in activity 
 
Table 1.0 OCP Forms  
 
Templates are provided as PDF Documents for downloading from the website under 
Archive Page www.liverpool-ocp.org.uk 
 
Note: The layout of the forms will be discussed during ‘Sharing Best Practice Sessions’ 
at the OCP quarterly reviews and templates will be adjusted after discussion and made 
available on the web. 
Section 
1 
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OCP Forms 
If nothing ever changed, there would be no Butterflies 
  (Author Unknown) 
2.1 Main Agenda (D1) 
The main agenda meeting will take place with the Company Directors, Company 
Champions and GFT Coaches and facilitated by JMU. The meeting will revolve around 
results from the Baseline Assessment Report issued prior to the meeting. The object of 
the meeting is to agree the main initiatives that the partnerships agree to focus on over 
the following 12 months. These projects may change over time but will form the basis 
for early discussions. 
 
The Main Agenda has 5 columns labelled as shown in Table 2.0 
 
Key Project Code What Where Why When 
 
Table 2.0 Main Agenda column headings 
 
 
Key Project Code 
 
Each project initiative should be coded A, B or C and all paperwork in relation to its 
implementation and progress should have this code for traceability. 
 
 
 
 
 
Section 
2 
 Appendix H                  6 
What 
 
A brief title should be written for the project initiative stating what it is about.  
 
Where 
 
The main business area the project initiative will focus on 
 
Why 
 
Summary of the project initiatives rationale 
 
When 
 
Estimated timescale 
 
The Main Agenda form must be signed and agreed by the company director. 
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2.2 Stakeholder Analysis (D2) 
A stakeholder analysis involves the identification the people internal and external who 
may be affected by the Project initiative. This will raise awareness of who needs to be 
communicated to regarding the implementation of the project initiative. 
 
The Stakeholder Analysis form has 5 columns as shown in Table 3.0 
 
Who Dept / Area Scale affected What are their needs Why might they object 
 
Table 3.0 Stakeholder Analysis column headings 
 
Who 
 
Person (Stakeholder internally or externally) who may be affected by the project 
initiative. 
 
Department / Area 
 
Stakeholders area of work 
 
Scale affected 
 
This area will highlight if the impact his High Med or Low on that person the affect my 
consist of High level of communication required throughout the project and must attend 
all meetings etc. 
 
What are their needs? 
 
Considering a stakeholders needs may mean meeting attendance is required, budget 
information, signature required etc, 
 
Why might they object? 
 
Stakeholders may object if staff are needed from their area, or machinery need adjusting 
or moving. 
 
Note: The stakeholder analysis forms must record the Project Initiative Title and Code. It 
is anticipated there may be several stakeholder analysis forms for each Project Initiative. 
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2.3 Activity Plan (D3) 
An Activity Plan should exist for each Project Initiative. The Activity Plan form contains 
the main information discussed at each meeting between Coach and Champion. It will be 
reviewed and amended at each meeting. A copy should be posted in the OCP mailbox 
within each company. The Coach is responsible for gathering the following information 
and completing the Activity form as follows: 
 
Champion Name 
Date 
Project Code and Title 
Start Time and End Time of meeting - This will ensure beneficiary time is calculated 
correctly 
Summary of discussion  
 
Actions documented should be brief and Target Date set. At the following review 
meetings the Champion should have completed the Actual Date for each activity 
achieved.  
 
Any other documentation accrued through the month in implementing the project 
initiative should be attached to the Activity Plan for the Champion and Coach to discuss.  
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2.4 Employee Activity Register (D4) 
The employee attendance log must be kept for all meetings surrounding the 
implementation of a Project. Many copies of these forms will be required in order to 
capture the time utilised by employees throughout the project period. A copy of this 
register must be given posted to the OCP mailbox. 
 
The top of the form has the following headings 
 
Date: 
 
Purpose of Session:  
This may be an awareness meeting or implementation meeting with required 
stakeholders. 
 
From: and To: it is important this time is recorded to ensure funding is received against 
beneficiary time for all stakeholders involved. 
 
Employee Name: 
Signature: 
Position Code: (This will be completed by the Project Coordinator) 
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OCP Work flow 
Our only security is our ability to change 
  (John Lilly) 
 
Section 
3 
MAIN 
AGENDA
‘What’
              D1
 
STAKEHOLDER
ANALYSIS 
‘Who’
D2
INITIAL
ACTIVITY PLAN
‘How’
D3
REVIEW
ACTIVITY PLAN
DISCUSS
PRODUCE
ONGOING
ACTIVITY PLAN
IMPLEMENT 
ACTIVITY PLANT
IM
E
SUBMIT COPY
TO
OCP
OFFICE
EMPLOYEE 
ACTIVITY REGISTER
D4
STRATEGY PHASE
REENIGINEERING & 
IMPLEMENTATION PHASE X 10
COACH 
ACTIVITY 
REVIEW LOG D5
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Liverpool John Moores University University Modular Framework 
 
Module Code: BSNISM023 Version No: 1 
Updated on:  
Module Title: BUSINESS AND WORKPLACE 
COACHING 
Authorisation: 
Validation Date: 
Date version starts: 
DARC 
12/09/06 
01/01/2004 
School: LBS Archived Date:  
Dormant Date:  
FOR   OFFICE  USE   ONLY 
 
Module Leader 
 
Name: BARRY BARNES 
E-mail: b.m.barnes@ljmu.ac.uk Telephone: 0151 231 3665 
 
Level: M Credit Rating: 20 
 
Indicative Time Allowances(hours): 
Lec Tut Sem Prt Wrk Fld Other 
Deliv. 
Tot Exam 
Private 
Study 
Tot. Learning 
Hours 
0 0 0 0 30 0 0 30 0 170 200 
 
 
Semester Delivery: (Select one only) 
     
Semester 1  Semester 2  Runs twice (S1 & S2)  
      
Year Long  Summer  Other X 
 
 
Pre-requisites:  
None 
 
Recommended Prior Study:  
2:2 Degree, PG Cert or equiv. in business, enterprise, science, arts, engineering, social 
science 
 
Co-requisites:  
None 
 
Barred Combinations:  
None 
 
 
Aims: 
   
1. Enable participants to develop skills for effective business and workplace coaching. 
2. Enable participants to utilise the skills of coaching within the business environment with 
client groups 
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Learning Outcomes: After completing the module the student should be able to: 
 
1. discuss the importance of business and workplace coaching in effective change 
management. 
2. identify key issues relating to their client’s business development needs and then 
devise, organise and plan coaching activities. 
3. identify and apply appropriate tools and techniques to support the coaching 
process and to reflect on the effectiveness of the results. 
4. support a client to develop their own coaching skills and to roll out coaching skills 
throughout their organisation/team. 
 
 
 
Learning Activities: 
 
All learning sessions will be held as Action Learning Sets 
 
 
Outline Syllabus: 
 
 Organisational context of coaching 
 The ethics of being a business or workplace coach 
 Models of coaching 
 Tools for coaching and business development 
 Principles of effective coaching 
 Overcoming power blockages, negotiation and managing stress 
 Communication and stakeholder management 
 Reflective learning 
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Indicative References: 
 
Bruce, R. & Wyman, S (1998) 'Changing Organisations; Practising Action Training and 
Research' Sage  ISBN 0791910050   
Downey, M. (2003) ‘Effective Coaching: Lessons from the Coaches’ Coach’. Mason, OH: 
Thomson Higher Education. ISBN 1-58799-172-1 
Flaherty, J. (1999) ‘Coaching: Evoking Excellence in Others’, Butterworth-Heinemann 
Francis, D. & Woodcock, M. (1998) 'The New Unblocked Manager', Gower, ISBN 
056607639 
Hill, P. (2004) ‘Concepts for Coaching’, ILM 2004 ISBN 9781902475233 
Hudson, F.M. (1999) ‘The Handbook of Coaching: A Comprehensive Resource Guide to 
Effective Coaching with Individuals and Organizations’, Jossey Bass Wiley 
Martin, C. (2007) ‘The Business Coaching Handbook’ Crown House Publishing, ISBN 
9781845900601 
McLeod (2003) 'Performance Coaching; The Handbook for Managers, HR Professionals 
and Coaches' Crown House Publishing  ISBN 1904424058    
McKenzie, G.et al (1997) 'Understanding Social Research; Perspectives on Methodology 
and Practice' Falmer  ISBN 075070721  
Michelli, D. (1994) ‘Successful Assertiveness - in a Week’. London: Hodder and Stoughton. 
ISBN – 0-340-60893-5 
Parsloe E & Wray M (2005) ‘Coaching and Mentoring: Practical Methods to Improve 
Learning’,  Kogan Page, ISBN 0749431180 
Peltier, B. (2001) ‘The Psychology of Executive Coaching: Theory and Application’, 
Brunner-Routledge, ISBN 1-58391-072-7 
Smart, J.K, (2003) ‘Real Coaching and Feedback: How to Help People Improve Their 
Performance’’, Prentice Hall, ISBN 100273663283 
Starr, J. (2003) ‘The Coaching Manual – the definitive guide to the process, principles and 
skills of personal coaching’.  Harlow: Pearson Education Ltd. ISBN – 0-273-66193-0 
Whitmore, J. (2009) ‘Coaching for Performance, WS Bookwell, ISBN 101857883039 
Zeus, P. & Skiffington, S. (2002) ‘The Coaching at Work Toolkit: A Complete Guide to 
Techniques and Practices’. Roseville, NSW: McGraw Hill. ISBN 0-074-71103-2 
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Assessment Details: 
 
1 Coursework: 100%  Portfolio of evidence and learning   
 
 
Weighting between E and CW: 0% 100%  
 
 
Relationship between learning outcomes and assessment tasks: 
 
Learning Outcomes 
 1 2 3 4 
Component 1 X X X X 
 
Minimum Pass Mark (%): 40 
 
 
 
 
                            
Module Notes: 
 
This module provides a practical approach to business and workplace coaching. The 
module focus, which calls widely on the use of real world and case examples, explored in 
Action Learning Sets, will enable participants to learn and demonstrate the use of coaching 
for business development. 
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1 COURSE SUMMARY 
The CPD in Business and Workplace Coaching is delivered in a practical way underpinned with 
theoretical models and principles. The course focus, which calls widely on the use of research and 
case examples, explored in workshops, will enable participants to learn and demonstrate the use 
of coaching for business development. 
 
 
 
2 COURSE AIMS 
The course aims to provide participants with the ability to: 
 develop skills for effective business and workplace coaching. 
 
 utilise the skills of coaching within the business environment with client groups 
 
 
 
3 LEARNING OUTCOMES 
After completing the course the participant should: 
 
5. understanding the importance of business and workplace coaching in effective change 
management. 
6. identify key issues relating to their client’s business development needs and then 
devise, organise and plan coaching activities. 
7. identify and apply appropriate tools and techniques to support the coaching process and 
to reflect on the effectiveness of the results. 
8. support a client to develop their own coaching skills and to roll out coaching skills 
throughout their organisation/team. 
 
 
 
 
 
 
 
 
 
 
 
 
 
BUSINESS AND WORKPLACE COACHING – BSNISM023    
Appendix I           8 
4 TEACHING SCHEDULE 
The course is delivered over four one-day sessions. See the Course Schedule Document for 
dates and venues. 
 
Day 1 
Aims 
 To present an overview of the concept of coaching and its importance to business 
 To introduce tools that will support the coaching process 
Learning Outcomes 
 Build rapport with clients 
 Identify key stakeholders within a coaching context 
 Appreciate the validity of differences in perspectives 
 
Day  2  
Aims 
 To introduce the GROW model 
 To practice with and reflect upon coaching tools and techniques 
 To demonstrate effective tools for managing the coaching process 
Learning Outcomes 
 Help clients explore future scenarios 
 Assist clients in setting realistic goals 
 Support clients to identify and classify stakeholders by their ability to help or hinder 
achieving goals 
 Use a variety of methods of record keeping to support the coaching process  
Day 3  
Aims 
 To identify and evaluate options in order to produce Action Plans that will be 
implemented 
 To understand how people are affected by different inhibitors and motivators of 
change 
 To practice with and reflect upon coaching tools and techniques 
Learning Outcomes 
 Help clients produce realistic Action Plans 
 Help clients identify their own inhibitors and motivators of change. 
 Support clients to identify why individual stakeholders might choose to help or hinder 
achieving goals and to create plans to influence their decisions. 
 Produce an Action Plan for completing the assessment for this course 
   
Day 4  
Aims 
 To identify the role of coaching tools in improving team performance 
 To identify how to monitor and manage the learning process 
 To put coaching into an organisational context alongside management 
Learning Outcomes 
 Help clients create and manage effective teams 
 Assist participants monitor both their own learning process and that of their clients 
 Support clients to identify where coaching tools can assist the management of teams 
and to identify potential pitfalls. 
 Help clients to understand the issues in creating a coaching culture in their 
organisation/team. 
You are expected to attend all four sessions 
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5 LEARNING SUPPORT 
 Handouts of lecture slides and workshop exercises will be provided to participants. 
 
 The members of the course team are available for discussions during workshops and 
immediately after most sessions. Individual meetings can be arranged via email.  
 
 
6 ASSESSMENT 
A portfolio that aims to demonstrate the competencies of business and workplace coaching 
assesses this course. 
 
This portfolio will include evidence of: 
 
 Attendance on the course 
o A certificate of attendance will be distributed to participants on successful 
attendance of the course 
 Coaching practice (2 hours minimum with peers and 4 hours with clients)  
o Evidence may include observation sheets, action reports from client meeting and 
must include two tapes sessions with clients 
 Research in the area of coaching 
o A 1000 word essay will demonstrate your research into business and workplace 
coaching 
 Personal development 
o A personal activity log will demonstrate any personal development on the course 
 Reflections on learning 
o A reflective log will demonstrate learning throughout the course 
 
The participant must demonstrate all competencies. The course is graded pass or fail. 
 
 
7 ASSESSMENT DEADLINES 
Your completed individual portfolio (one copy) must be handed into the Campus Centre (Mount 
Pleasant Campus) on the date stated in the Course Schedule Document. 
 
The course tutor may give extensions of up to a week, if you have legitimate reason 
(overwork is not one of them). No individual coursework extensions beyond a week will be 
given without an authorised PMC.   
 
 
8 PARTICIPANT FEEDBACK 
 The course tutors will provide formal written feedback on the assessment normally within 
three weeks of submission (portfolios will be returned to participants but may need to be sent 
to the external examiner for verification).  
 
 The course team would appreciate feedback from participants regarding the course – good or 
bad! 
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9 SUGGESTED READING 
The course covers a range of subjects relating to business and workplace coaching. Listed below 
are some general texts that may be of interest to participants: 
 
1. Bruce, R. & Wyman, S (1998) 'Changing Organisations; Practising Action Training and 
Research' Sage  ISBN 0791910050   
2. Downey, M. (2003) ‘Effective Coaching: Lessons from the Coaches’ Coach’. Mason, 
OH: Thomson Higher Education. ISBN 1-58799-172-1 
3. Flaherty, J. (1999) ‘Coaching: Evoking Excellence in Others’, Butterworth-Heinemann 
4. Francis, D. & Woodcock, M. (1998) 'The New Unblocked Manager', Gower, ISBN 
056607639 
5. Hill, P. (2004) ‘Concepts for Coaching’, ILM 2004 ISBN 9781902475233 
6. Hudson, F.M. (1999) ‘The Handbook of Coaching: A Comprehensive Resource Guide to 
Effective Coaching with Individuals and Organizations’, Jossey Bass Wiley 
7. Martin, C. (2007) ‘The Business Coaching Handbook’ Crown House Publishing, ISBN 
9781845900601 
8. McLeod (2003) 'Performance Coaching; The Handbook for Managers, HR Professionals 
and Coaches' Crown House Publishing  ISBN 1904424058    
9. McKenzie, G.et al (1997) 'Understanding Social Research; Perspectives on 
Methodology and Practice' Falmer  ISBN 075070721  
10. Michelli, D. (1994) ‘Successful Assertiveness - in a Week’. London: Hodder and 
Stoughton. ISBN – 0-340-60893-5 
11. Parsloe E & Wray M (2005) ‘Coaching and Mentoring: Practical Methods to Improve 
Learning’,  Kogan Page, ISBN 0749431180 
12. Peltier, B. (2001) ‘The Psychology of Executive Coaching: Theory and Application’, 
Brunner-Routledge, ISBN 1-58391-072-7 
13. Smart, J.K, (2003) ‘Real Coaching and Feedback: How to Help People Improve Their 
Performance’’, Prentice Hall, ISBN 100273663283 
14. Starr, J. (2003) ‘The Coaching Manual – the definitive guide to the process, 
principles and skills of personal coaching’.  Harlow: Pearson Education Ltd. ISBN 
– 0-273-66193-0 
15. Whitmore, J. (2009) ‘Coaching for Performance, WS Bookwell, ISBN 101857883039 
16. Zeus, P. & Skiffington, S. (2002) ‘The Coaching at Work Toolkit: A Complete Guide to 
Techniques and Practices’. Roseville, NSW: McGraw Hill. ISBN 0-074-71103-2 
 
 
Participants are also encouraged to review current journals or websites to widen their 
understanding of the subject area. 
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SWOT Analysis from OCP Independent Review (Mackness 2008) 
 Strengths  Weaknesses 
 OCP is genuinely innovative and a real opportunity to spread good practice and 
business improvement ideas in a cost-effective way 
 OCP is backed by an international business which has demonstrated its commitment 
to organisational improvement through coaching 
 The stakeholders are supportive and committed to making the process a success 
 The link with LJMU provides an opportunity for a research activity to run alongside 
the roll-out of OCP to explore and capture learning about its use in practice 
 
 
 The criteria for selecting companies to participate were put aside when it became 
difficult to recruit 6 pilot organisations. This led to three companies being 
accepted which were probably not ready for OCP. 
 The project’s goals were misunderstood by some at the start and there was no 
mechanism to review or refine them once this was realised. 
 The expectations of different stakeholders might not have been understood at the 
start so that the delivery of the project has left all stakeholders with some 
misgivings about the outcomes. 
 The base-line appraisal of the pilot companies at the start was not robust enough 
to enable the impact of improvements to be evaluated. 
 Communication links between the partners/stakeholders were not robust enough 
to produce effective progress reports. 
 Opportunities  Threats 
 There is still a chance for the stakeholders to raise their concerns and volunteer their 
ideas to improve OCP, which is a truly innovative idea to benefit companies in the 
same supply chain or indeed companies from different supply chains.  
 The process is an opportunity to help to close the productivity gap believed to exist 
in manufacturing businesses in the North West. The business to business 
communication of best practice through coaching has potential to raise standards 
and stimulate business improvement. 
 The process enables participating companies to learn from the external view of 
coaches from their own industry so that communications are not the same as from 
consultants or academics. 
 The evaluation of the impact of OCP should not be based solely on short term 
financial benefits. OCP’s principal contribution is in motivating and releasing the 
potential of individuals working in the participating companies. Therefore there are 
significant benefits in improved morale, motivation to change and improve as well as 
individual learning. 
 The process might just fade away or become diluted as unmet stakeholder 
expectations bring disillusionment in their wake 
 People who have been part of OCP might leave and their valuable knowledge will 
not be available for OCP2 
  
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CCI Pilot Programme Overview 
 
 
The manufacturing businesses of our region face many challenges, some of these 
becoming increasingly more difficult in the current global economy. Whilst a 
business is not easily able to influence the macroeconomics of the nation, there are 
steps it can take to build a basis for sustainability through these difficult times and 
be best placed for the economic upturn.  
 
People are the fabric of any organisation but varied economic business impact 
drivers often place an organisation at a disadvantage because these factors, or 
culture drivers, and their influences on the employees are not fully appreciated. We 
at the Manufacturing Institute, through our years of involvement with manufacturing 
businesses, understand these culture drivers and the importance of engaging 
employees in the journey of business change.  
 
We recognise that it is not always easy for a company to know where to start in 
engaging their employees and developing a culture change programme, although 
they often know and realise that they have to accomplish it somehow. This 
document is, therefore, our invitation to you to take part in our fully funded Culture 
Change Initiative Pilot programme, which only requires your agreed commitment 
and signature to take part, after a brief overview of the programme requirements 
from our advisors. 
 
This Pilot programme will deliver a number of fully funded days of support covering: 
culture perception mapping; bespoke training; coaching; appropriate work based 
training; company projects and reporting / feedback. The expected outcome for 
your business is that your staff will have been trained in a number of areas; be 
equipped to manage change and to assist others to identify how to transform 
processes; there will be projects that will improve your business and you will 
achieve culture change! 
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CCI Marketing Presentation 
 
 
 
 
Culture Change Initiative (CCI)
Pilot Project – Nov 08-March 09
Culture Change Initiative CCI)
Do you want to make change happen in your 
business?
Do you want to improve culture?
This pilot project will support you in creating 
the conditions for change in your business
What is CCI?
CCI is a pilot project which is fully funded by 
the NWDA
The project is being managed by TMI
It will provide you a framework for to improve 
your culture and your internal capacity
How will CCI work?
Visioning to identify potential „whats‟ or change ideas
Group „whats‟ together
Identify „key‟ change projects
Allocate champions
Match coaches to your projects
In company work-based training
Start working on the projects
Measure improvements regularly
Review progress regularly
How will we help?
We will help you identify projects that will 
improve culture by working with your teams
We will assign coaches who will support your 
teams to deliver change
We will train your team leaders to manage 
the change
We will identify and offer additional training 
to support the projects
Phase 3
Repeat Diagnostic/survey
&
Project Review
Phase 2
Champion
& 
Leadership
Training
Improvement
Projects
Workforce
Project 
Supporting 
Training
Phase 1
Meet senior team / establish commitment
Diagnostic / survey
Survey results collation and feedback
Project identification & prioritisation
and
Supporting Skills Need Analysis
Typically
1-2 
months
Typically
2-3 
months
Typically
1 w eek
CCI 
Model
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BUT
This is a pilot project
It will commence in November 2008 and 
conclude in March 2009
We will seek additional funding to support 
you beyond this project, but this cannot be 
guaranteed
What do you need to do?
If you are interested in joining you will need to 
assure us that you are committed to the project
We will undertake and initial diagnostic (staff 
survey and follow up interviews) which will act as a 
baseline but also will help identify projects
You will need to assign resources to the project, 
staff, time, commitment and be willing to implement 
identified change 
What will be the outcomes?
Your staff will be trained in a number of 
areas
They will be equipped to manage change 
and to assist others to identify how to 
transform processes
There will be projects that will improve your 
business – these will be measured
Culture change
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Terms of Reference 
 
The manufacturing businesses of our region face many challenges, some of these 
becoming increasingly more difficult in the current global economy. Whilst a business is not 
easily able to influence the macroeconomics of the nation, there are steps it can take to 
build a basis for sustainability through these difficult times and be best placed for the 
economic up turn.  
 
People are the fabric of any organisation but varied economic business impact drivers 
often place an organisation at a disadvantage because these factors, or culture drivers, 
and their influences on the employees are not fully appreciated. We at the Manufacturing 
Institute, through our years of involvement with manufacturing businesses, understand 
these culture drivers and the importance of engaging employees in the journey of business 
change.  
 
We recognise that it is not always easy for a company to know where to start in engaging 
their employees and developing a culture change programme, although they often know 
and realise that they have to accomplish it somehow.  
 
The Culture Change Initiative Pilot programme is a fully funded project which will work with 
a number of businesses within the region. 
  
This Pilot programme will deliver a number of fully funded days of support covering: culture 
perception mapping; bespoke training; coaching; appropriate work based training; 
company projects and reporting / feedback. The expected outcome for your business is 
that your staff will have been trained in a number of areas; be equipped to manage change 
and to assist others to identify how to transform processes; there will be projects that will 
improve your business and you will achieve culture change! 
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CCI Work Flow Model 
 
Figure 1 depicts CCI Work Flow Model for the CCI Pilot programme. The programme is 
split into three distinct phases that will run between November 08 and March 09. 
 
 
Phase 3
Repeat Diagnostic/survey
&
Project Review
Phase 2
Champion
& 
Leadership
Training
Improvement
Projects
Workforce
Project 
Supporting 
Training
Phase 1
Meet senior team / establish commitment
Diagnostic / survey
Survey results collation and feedback
Project identification & prioritisation
and
Supporting Skills Need Analysis
Typically
1-2 
months
Typically
2-3 
months
Typically
1 week
 
 
Figure 1 – CCI Workflow Model 
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The CCI Team  
 
A dedicated team will support your company through the duration of the CCI Pilot 
programme. This will include: 
 
 The CCI Project Manager 
 A CCI Lead Consultant 
 CCI Business Coaches 
 
A number of key staff within your company will be also need to be identified to work on the 
CCI Pilot programme. This will include: 
 
 A senior company sponsor 
 A project co-ordinator 
 A number of change champions 
 CCI Project Teams 
 
CCI Project Manager 
 
The CCI Project Manager is responsible for the overall management of the CCI 
Programme. The Project Manager will collate the outputs from each company Initiative and 
will report back to the funding body. 
 
CCI Lead Consultant 
 
Each company will be assigned a CCI Lead Consultant. The Lead Consultant is your 
overall contact for the programme. The CCI Lead Consultant will report directly to the CCI 
Project Manager. 
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CCI Business Coaches 
 
CCI Business Coaches will be assigned to specific projects within the CCI Pilot 
programme. The Business Coach will work directly with assigned Champions within the 
company. Coaches will visit / communicate with the Champions periodically during Phase 
2. 
 
Coaches will: 
 
 Use coaching techniques to work with their assigned CCI Champion 
 Agree action plans with CCI Champions 
 Record coaching sessions and report activity to the CCI Lead Consultant 
 Identify additional training needs and report these to the CCI Project Manager 
 
Senor Company Sponsor 
 
A Senior Company Sponsor is critical to the success of the CCI Pilot programme. The 
Senior Company Sponsor will act as a figurehead for the programme and will communicate 
the programme within their company.  
 
The Senior Company Sponsor will appoint (or may take on the role of) a CCI Company Co-
ordinator.   
 
The Senior Company Sponsor will attend a 1 day training course „A Practical Approach to 
Delivering Culture Change‟ to assist the company in sustaining Culture Change beyond the 
CCI Pilot Programme. 
 
CCI Company Co-ordinator  
 
The CCI Company Co-ordinator will act as the main focal link for the CCI Pilot programme 
within the participating company. The Co-ordinator will liaise with the CCI Lead Consultant 
and the Business Coaches. The Co-ordinator will ensure that Champions are supported 
within the company and adequate resources are allocated where appropriate. The Co-
ordinator will communicate progress on CCI activity throughout the company and will report 
directly to the CCI Senior Company Sponsor. 
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The CCI Company Co-ordinator will attend a 1 day training course „A Practical Approach to 
Delivering Culture Change‟ to assist the company in sustaining Culture Change beyond the 
CCI Pilot Programme. 
 
CCI Champions 
 
CCI Champions will be identified within the company to act as project leaders for identified 
change projects. CCI Champions will work directly with CCI Business Coaches. CCI 
Champions will identify and co-opt other members of staff onto projects. CCI Champions 
will report progress to the CCI Company Co-ordinator. 
 
CCI Champions will: 
 
 Meet with CCI Business Coaches to develop action plans  
 Work through their action plans to implement changes within the company 
 Maintain Employee register and associated records for all meetings and 
activities 
 
CCI Champions will attend a 3 day training course „Managing Culture Change – a 
Coaching Approach‟ to support their role during the CCI programme.  
 
CCI Project Teams 
 
A number of additional staff will be key to the successful culture change within your 
company. Once the Key Projects have been identified during Phase 1 teams will be formed 
to work with the CCI Champions.  
 
Additional training may be identified to support the Project Team deliver effective change. 
This training need will initially be identified during Phase 1 and will be offered to your staff 
during Phase 2. Where appropriate this training may be delivered within your company to 
minimise disruption and maximise output. 
 
The Lead Consultant will liaise with the Project Co-ordinator to plan the training programme 
to support the CCI Pilot. 
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AGREEMENT 
Between 
TMPI TRADING   
( A Subsidiary of The Manufacturing Institute) 
And 
 
[                                  ]  
 
 
The following Agreement between TMPI Trading and [                   ] provides an 
Agreement to act as a pilot company for the Culture Change Intervention (CCI) pilot 
programme. [                               ]‟s address is _______________ 
 
The standard fee, for a SME company involvement in the CCI programme would be 
(exclusive of VAT): 
 
Programme Involvement  Fee :   £ 24,500 
 
Note: This Fee covers the full cost of all those activities required under the Pilot 
Programme as indicated under section 4.1, and is funded from the public purse. 
This enables TMPI Trading to be able to deliver this programme to you at no charge.  
This is, however, subject to your complete commitment and involvement as set out 
below. 
 
The provisions of this Consultancy Agreement are as follows:- 
 
1 [                               ] will be exempt from paying the above Programme 
Involvement Fee, on condition that [                               ] fulfils all of the 
obligations listed below in clauses 3.2 – 3.6, to the satisfaction of TMPI 
Trading   and by the specified deadlines 
 
 
2 If [                               ] does not fulfil all of the obligations listed below in 
clauses 3.2 – 3.6 then the full Programme Involvement Fee listed above will 
become due and [                               ] will have 30 days in which to pay, from 
the date of the invoice being sent by TMPI Trading 
 
3  [                               ] confirms that they have not exceeded their De Minimus 
limit and have signed the confirmation letter included with this agreement. 
 
4  By signing this agreement  [                               ] also agrees to abide by our 
Standard Terms and Conditions. 
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3 The Obligations of [                               ]  
 
3.1. [                               ] Shall: 
 
3.2. Have an understanding of the Change Drivers effecting the company 
and what the change needs are for the future sustainable 
development of the company. Indicate up to three key reasons for the 
need to change: 
 1. - 
2. - 
3. - 
 
 Commit the necessary human resource to support and ensure this 
change programme is delivered within the time frame indicated. 
 
  Commit to the completion of a Baseline Culture Perception Mapping 
Questionnaire by the 12
th
 December 2008 on at least 25% of the total 
number of on-site company employees. 
 
3.3. Upon successful completion of the Baseline Culture Perception 
Mapping Questionnaire, agree dates for a Site Visit with TMPI Trading 
and/or its agents to discuss the findings of the Questionnaire; identify 
a maximum of three priority projects; identify and allocate suitable 
project champions; undertake baseline skills analysis of the project 
champions; undertake a 1 day Workshop in support and development 
of the above areas all to take place before 19
th
 December 2008.  
 
3.3.1 Ensure all necessary documents, information, personnel and all other 
requirements for the Culture Change Pilot Programme, are available 
to TMPI Trading  and/or its agents over the lifetime of the programme.  
 
3.3.2 Agree to commit the appropriate Senior Management and Project 
Champions to the bespoke period of coaching training and the 
ongoing work based training as appropriate and as determined under 
the programme.  
 
3.3.3 Allow TMPI Trading and/or its Agents access to the Project 
Champions in support of their Coaching training and ongoing project 
development support. 
 
3.4. Agree to have their participation in the Culture Change Intervention 
Pilot process form the basis of a case study to be used in publicity 
actions.  
 
3.5. Commit to the completion of an end of programme Culture Perception 
Mapping Questionnaire on at least 25% of the total number of on-site 
company employees. 
 
3.6. Arrange a meeting to be held at [                               ] to allow TMPI 
Trading to present the Culture Change Intervention Pilot end of 
programme review. This pilot programme ends on 31st March 2009 
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4 Limits of the Agreement 
 
4.1 The exemption from fees for [                               ] will only apply to 
participation in the Culture Change Intervention Pilot programme and 
will be limited to one company site engagement, 12 days of funded 
support, 5 people undertaking bespoke training, and up to 20 
employees receiving work based training. 
 
4.2 Any future applications, will be payable by [                               ] at the 
rate quoted at the time of booking  
 
4.3 This Agreement shall only be valid if signed by authorised signatories 
from both TMPI Trading  and [                               ] and can only be 
varied by documents signed by both [                               ] and TMPI 
Trading  
 
 
 
 
 
………………………………………………..Date: 
………………………………………… 
Signed by Adam Buckley 
Head of Contracts and Education  
TMPI Trading  
 
 
 
 
 
………………………………………………. Date: ……………………………… 
Signed by (                      ) of [                               ] 
 
 
 
Position: ……………………………………………. 
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TPMI Trading Ltd 
Terms and Conditions  
for the Provision of Services 
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1. Interpretation 
 
1.1.  The definitions and rules of interpretation in this clause apply in these terms and 
conditions (“Conditions”). 
 
“Charges” the charges payable by the Customer for the Services as provided 
under condition 8; 
“Contract” the contract between the Customer and Supplier under condition 3.1 
incorporating the Proposal and these Conditions as the same may be varied from 
time to time under conditions 7, 8.3 or 16; 
“Customer” the person who purchases Services from the Supplier as stated in the 
Proposal; 
“Deliverables” any particular items, outputs or targets that may be specified as 
such in the Proposal; 
“De Minimis Ceiling” the exemption from Article 87(1) of the European Community 
Treaty provided by Commission Regulation (EC) No. 1998/2006, which limits de 
minimis state aid provided to the Customer to a maximum of 200,000 euros in any 
rolling three year period; 
“Document” includes, in addition to any document in writing, any drawing, map, 
plan, diagram, design, picture or other image, tape, disk or other device or record 
embodying information in any form; 
“Input Material” all Documents, information and materials required by the Supplier 
to be provided by the Customer to facilitate the efficient provision of the Services 
including, software, data, reports and specifications; 
“Intellectual Property Rights” all patents, rights to inventions, utility models, 
copyright and related rights, trade marks, service marks, trade, business and 
domain names, rights in trade dress or get-up, rights in goodwill or to sue for 
passing off, unfair competition rights, rights in designs, rights in computer software, 
database right, topography rights, moral rights, rights in confidential information 
(including know-how and trade secrets) and any other intellectual property rights, in 
each case whether registered or unregistered and including all applications for and 
renewals or extensions of such rights, and all similar or equivalent rights or forms of 
protection in any part of the world; 
“Materials” all Documents, information and materials provided by the Supplier 
relating to the Services including software, data, reports and specifications; 
 “Proposal” the written proposal submitted to the Customer by the Supplier but 
excluding any proposal that is marked „draft‟, „subject to contract‟ or is otherwise 
indicated not to be a final document; 
“Services” the services to be provided by the Supplier as set out in the Proposal 
together with any other services which the Supplier and the Customer agree in 
writing; 
“Subsidised” funded partly by state aid which is subject to the De Minimis Ceiling; 
“Supplier” TPMI (Trading) Limited, a company incorporated and registered in 
England and Wales with company number 03004124; 
“Supplier’s Group” together (i) the Supplier; (ii) the companies in which the 
Supplier holds or controls the majority of the voting rights; (iii) the company that 
holds or controls the majority of the voting rights in the Supplier („holding company‟); 
(iv) the company that holds or controls the majority of the voting rights in the holding 
company („ultimate holding company‟); (v) the companies in which the holding 
company holds or controls the majority of the voting rights; and (vi) the companies in 
which the ultimate holding company holds or controls the majority of the voting 
rights; 
“VAT” value added tax chargeable under English law for the time being and any 
similar additional tax. 
 
1.2.  Condition headings shall not affect the interpretation of these Conditions.  
1.3.  A person includes a natural person, corporate or unincorporated body (whether or 
not having separate legal personality).  
1.4. Words in the singular shall include the plural and vice versa.  
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1.5. A reference to a statute or statutory provision is a reference to it as it is in force for 
the time being, taking account of any amendment, extension, or re-enactment and 
includes any subordinate legislation for the time being in force made under it.  
1.6. A reference to writing or written includes faxes but not e-mail.  
1.7. Where the words include(s), including or in particular are used in these terms and 
conditions, they are deemed to have the words without limitation following them and 
where the context permits, the words other and otherwise are illustrative and shall not 
limit the sense of the words preceding them. 
1.8. Any obligation in the Contract on a person not to do something includes an 
obligation not to agree, allow, permit or acquiesce in that thing being done. 
 
2. Application of conditions 
 
2.1. These Conditions shall: 
2.1.1. apply to and be incorporated into the Contract; and 
2.1.2. prevail over any inconsistent terms or conditions contained, or referred to, in the 
Customer's purchase order, confirmation of order, acceptance of a quotation or 
specification, or implied by law, trade custom, practice or course of dealing. 
2.2. In the event of any conflict or inconsistency between the Proposal and these 
Conditions, the Proposal will prevail. 
 
3. Commencement  
 
A contract will be formed between the Supplier and the Customer in respect of the 
Proposal if within 30 days starting on the date of the Proposal the Supplier: 
3.1. receives a copy of the Proposal signed by the Customer and a purchase order 
issued by the Customer (or either of such documents); and/or 
3.2. starts providing the Services (or any of them). 
If the Supplier receives either or both documents referred to in condition 3.1 after the end 
of that 30 days a contract will only be formed if the Supplier issues a written 
acknowledgement to this effect to the Customer or, before or without issuing such a 
written acknowledgement, the Supplier starts providing the Services. 
 
4. Timing of provision of Services 
 
4.1. The Services shall be delivered by the Supplier to the Customer on the dates 
agreed by the Supplier and the Customer. 
4.2. The Supplier may re-schedule any date for the provision of the Services where 
this is unavoidable due to any circumstances outside the Supplier‟s reasonable control 
(including relevant personnel being ill) but will try to give the Customer as much notice as 
possible. 
 
5. The Proposal and the Supplier’s Obligations 
 
5.1. The scope of the Proposal shall be limited to the Supplier‟s understanding of the 
needs of the Customer as communicated by the Customer to the Supplier. The Proposal 
shall set out a programme of services, activities and/or processes which, in the opinion of 
the Supplier, will address those needs having regard to any limitations on the Customer‟s 
time and/or budget available as may have been communicated by the Customer to the 
Supplier. 
5.2. The Supplier shall provide the Services with reasonable care and skill and in 
accordance in all material respects with the Proposal. 
5.3. The Supplier shall from time to time appoint an individual to have overall 
responsibility for the provision of the Services and to be the primary point of contact for 
the Customer on all matters relating to the Contract.  
5.4. The Supplier shall observe all applicable health and safety requirements and (if 
communicated to the Supplier in writing) other reasonable security requirements whilst at 
the Customer's premises. 
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6. Customer's obligations 
 
6.1. The Customer shall: 
6.1.1. from time to time appoint an individual who will be the primary point of contact 
for all communications between the Supplier and the Customer; and 
6.1.2. ensure (at its own cost) that the relevant premises of the Customer at which any 
Services are provided, and the equipment of the Customer at such premises that is used 
to provide any Services, comply with all applicable health and safety requirements; 
6.1.3. complete accurately and fully the Supplier‟s standard “Business Evaluation 
Form” within 1 month of completion of the Services and at any other times requested by 
the Supplier within 7 days of receipt of that request. The Customer consents to have their 
project form the basis of a case study of publicity actions; 
6.1.4. inform the Supplier in writing of the amount in sterling of any Subsidised services 
received by the Customer during the 3 year period immediately prior to the 
commencement of the Contract; 
6.1.5. inform the Supplier forthwith in writing at all relevant times when the Contract is 
in force of the amount in sterling of any other Subsidised services received by or granted 
to it; 
6.1.6. inform the supplier forthwith in writing if the Customer exceeds or believes or 
ought to believe it is likely to exceed the De Minimis Ceiling 
6.2. The Customer shall indemnify and keep indemnified the Supplier, on demand, 
from all costs (including the costs of enforcement and legal and other professional fees), 
expenses, liabilities, losses, damages, claims, demands, fines and judgments that the 
Supplier incurs as a result of:  
6.2.1. damage to property of the Supplier or any of its employees, agents or sub-
contractors and/or death of or injury to any of the Supplier‟s employees, agents or sub-
contractors in each case where such damage, death or injury is caused by any act or 
omission of the Customer or any of its employees, agents or sub-contractors (other than 
the Supplier); 
6.2.2. any claim brought against the Supplier that the use by the Supplier of any Input 
Material infringes any Intellectual Property Rights of any third party. 
6.3. If, during the Services or within 12 months after the last supply of the Services, 
the Customer solicits or employs or engages (without the Supplier‟s written consent) any 
of the Supplier‟s employees or sub-contractors who are or have been engaged in the 
provision of services for the Customer, then the Customer shall pay the Supplier 
compensation. The compensation will be 50% of the total remuneration of the relevant 
employee or sub-contractor in the 12 months immediately preceding the end of his or her 
employment or engagement (or any shorter period if his or her employment or 
engagement was for fewer than 12 months). 
6.4. The Customer consents to be named as a customer of the Supplier in any 
publicity actions. 
 
 
7. Change to Services 
 
7.1. Either party may request a change to the activities to be carried out by the 
Supplier under the Contract by giving written details of that change to the other party. No 
request is required from the Supplier where a change is covered by condition 7.5. 
7.2. If the Supplier requests a change or receives written details of a change from the 
Customer, then, the Supplier shall, within a reasonable time, provide a written non-
binding estimate to the Customer of:  
7.2.1. the likely time required to implement the change;  
7.2.2. any variations to the Charges arising from the change; and 
7.2.3. in broad terms, the likely effect of the change on the matters set out in the 
Proposal.  
7.3. If the Customer wishes the Supplier to make the change, the Supplier has no 
obligation to do so unless and until the parties have agreed in writing all of the terms 
applicable to the change. 
7.4. The Supplier may charge the Customer for the time it reasonably spends in 
assessing a request for change from the Customer if the charge is agreed by the 
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Customer in advance. If the Customer fails to agree the charge within 7 days starting on 
the date that the Customer is informed of the charge, then the Customer‟s request for 
change will be deemed to be withdrawn. 
7.5. The Supplier may, from time to time and without the consent of the Customer, 
make any change to the Services where such change is necessary to comply with any 
applicable legal requirements or does not materially affect the nature or quality of the 
Services or the Charges. 
 
8. Charges and payment 
 
8.1. The Customer shall pay the price set out in the Proposal which subject to 
conditions 7 and 8.3 shall be fixed for 12 months starting on the date of the Contract. 
8.2. Where the Charges are calculated by reference to a daily rate for each individual 
engaged in the provision of the Services, that daily rate is based upon 8 hours between 
9:00am and 5:00pm (with 30 minutes for lunch) on a weekday (excluding public 
holidays). 
8.3. If no increase to the Charges is otherwise agreed in writing by the Supplier and 
the Customer, the Supplier may increase the price (including daily rates) set out in the 
Proposal on each anniversary of the date of the Contract in line with the percentage 
increase in the All Items Retail Prices Index (or any official index replacing it) in the 
preceding 12-month period. 
8.4. The Charges exclude: 
8.4.1. VAT which the Supplier shall add to its invoices at the appropriate rate; 
8.4.2. the cost of hotel, subsistence, travelling and any other ancillary expenses 
reasonable incurred by the individuals whom the Supplier engages in connection with the 
Services, the rate for expenses to be agreed in advance, the cost of any materials and 
the cost of Services reasonably and properly provided by third parties and required by 
the Supplier for the supply of the Services which, subject to condition 8.4.3, shall be 
invoiced by the Supplier to the Customer at cost;  
8.4.3. mileage which shall be charged to the Customer at the rate from time to time 
approved by HM Revenue and Customs; 
8.5. Unless otherwise stated in the Proposal, the Supplier may issue an invoice once 
each week for the Services provided, and expenses incurred by the Supplier, during the 
immediately preceding week and the Customer shall pay each invoice in full and in 
cleared funds within 30 days starting on the date of such invoice. 
8.6. Without prejudice to any other right or remedy that it may have, if the Customer 
fails to pay the Supplier any sum on the due date for payment, the Supplier may: 
8.6.1. charge interest on such sum from the due date for payment at the annual rate of 
3% above the base lending rate from time to time of the Bank of England, accruing on a 
daily basis and being compounded quarterly until payment is made, whether before or 
after any judgment and alternatively the Supplier reserves the right to claim interest 
under the Late Payment of Commercial Debts (Interest) Act 1998; and/or 
8.6.2. suspend all or any Services until payment has been received in full. 
8.7. All sums payable to the Supplier under the Contract shall become due 
immediately on its termination under condition 6.4 or 13, despite any other provision. 
This condition 8.7 is without prejudice to any right to claim for interest under the law, or 
any such right under the Contract. 
8.8. All payments by the Customer shall be made without any deduction, withholding 
or set-off except to the extent that such deduction, withholding or set-off is required by 
law. The Supplier may, without prejudice to any other rights it may have, set off any 
liability of the Customer to the Supplier against any liability of the Supplier to the 
Customer. 
 
9. Intellectual property rights 
 
9.1. All Intellectual Property Rights vested in the Customer and each member of the 
Supplier‟s Group respectively on the date on which the Contract is formed shall remain 
with the Customer and such member of the Supplier‟s Group. As between the Supplier 
and the Customer, all new Intellectual Property Rights that are created by the Supplier or 
that arise in the delivery of the Services, including in the Deliverables, shall be owned by 
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the Supplier, even where Materials are adapted for the Customer or are produced with 
the Customer‟s branding. However, to be clear, nothing in this clause 9.1 will vest in the 
Supplier any Intellectual Property Rights in any of the Customer‟s inventions, designs or 
works with which the Supplier assists the Customer through the delivery of the Services. 
Unless otherwise agreed in writing by the Supplier none of the Materials may be 
reproduced in whole or in part in any form and the Customer shall not provide the 
Materials to any third party. 
9.2. The Customer acknowledges that, where the Supplier is the licensee rather than 
the owner of any Materials, the Customer's use of such Materials is subject to the terms 
of the relevant licensor. 
 
10. Confidentiality and the Supplier's property 
 
10.1. The Customer shall keep in strict confidence all technical or commercial know-
how, specifications, inventions, processes or initiatives which are of a confidential nature 
and have been disclosed to the Customer by the Supplier, its employees, agents or sub-
contractors and any other confidential information concerning the Supplier's business or 
products which the Customer may obtain. The Customer shall not disclose any such 
confidential information to any person except to those of its employees or contractors 
who are subject to obligations of confidentiality corresponding to those which bind the 
Customer. 
10.2. Neither the Customer nor the Supplier (“Recipient”) shall use or disclose any 
information (whether verbal or in writing or via multi media techniques) relating to the 
other party‟s marketing, business development, business operations, associations, 
transactions, financial arrangements or in relation to any activities of the other party or 
any person with whom the other party has any dealings and which is made available to 
the Recipient under or in connection with the Contract.  Such information or any part 
thereof may only be disclosed to or used by such persons (such as employees or 
nominated suppliers) who need to know the same for the purposes of the Recipient 
performing its obligations in relation to the Contract. The Recipient shall keep the 
information described in this condition 10.2 secret and confidential and shall procure that 
such persons shall comply with obligations of confidentiality corresponding to those 
which bind the Recipient. 
 
11. Limitation of liability - THE CUSTOMER'S ATTENTION IS PARTICULARLY 
DRAWN TO THE PROVISIONS OF THIS CONDITION 
11.1. ALL WARRANTIES, CONDITIONS AND OTHER TERMS IMPLIED BY 
STATUTE OR COMMON LAW ARE, TO THE FULLEST EXTENT PERMITTED BY 
LAW, EXCLUDED FROM THE CONTRACT. 
11.2. NOTHING IN THESE CONDITIONS LIMITS OR EXCLUDES THE LIABILITY 
OF THE SUPPLIER FOR: 
11.2.1. DEATH OR PERSONAL INJURY RESULTING FROM ITS NEGLIGENCE; OR  
11.2.2. FRAUD OR FRAUDULENT MISREPRESENTATION BY THE SUPPLIER. 
11.3. SUBJECT TO CONDITIONS 11.2 AND 11.4 IF ANY SERVICES FAIL TO 
COMPLY WITH CONDITION 5.2 THEN,  THE SUPPLIER SHALL AT ITS OPTION RE-
PERFORM SUCH SERVICES OR REFUND THE CUSTOMER THE CHARGES PAID 
BY THE CUSTOMER FOR SUCH SERVICES. HOWEVER, NO RE-PERFORMANCE 
OR REFUND WILL BE MADE UNLESS CUSTOMER GIVES THE SUPPLIER NOTICE 
OF THE NON-COMPLIANT SERVICES WITHIN 12 MONTHS STARTING ON THE 
DATE SUCH NON-COMPLIANT SERVICES WERE PROVIDED. IF THE SUPPLIER 
COMPLIES WITH THIS CONDITION 11.3, IT WILL HAVE NO FURTHER LIABILITY TO 
THE CUSTOMER FOR BREACH OF CONDITION 5.2 
11.4. SUBJECT TO CONDITION 11.2, THE SUPPLIER WILL NOT HAVE ANY 
LIABILITY TO THE CUSTOMER IN CONNECTION WITH THE CONTRACT TO THE 
EXTENT THAT SUCH LIABILITY IS ATTRIBUTABLE TO ALL OR ANY OF THE 
FOLLOWING (AS TO WHICH THE DECISION OF THE SUPPLIER WILL BE FINAL 
AND BINDING): 
11.4.1. ANY INPUT MATERIAL BEING INACCURATE OR INCOMPLETE; 
11.4.2. THE SUPPLIER COMPLYING WITH THE CUSTOMER‟S REQUIREMENTS; 
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11.4.3. ANY FAILURE OR DELAY OF THE CUSTOMER IN PROVIDING ANY INPUT 
MATERIAL OR IN GIVING THE SUPPLIER‟S PERSONNEL ACCESS TO THE 
CUSTOMER‟S PREMISES OR FACILITIES; 
11.4.4. ANY ACT OR OMISSION OF THE CUSTOMER OR ANY OF ITS EMPLOYEES, 
AGENTS OR SUB-CONTRACTORS OTHER THAN THE SUPPLIER. 
11.5. SUBJECT TO CONDITION 11.2, THE SUPPLIER WILL NOT BE LIABLE TO 
THE CUSTOMER FOR ANY INDIRECT OR CONSEQUENTIAL LOSS OR DAMAGE 
WHATSOEVER HOWSOEVER CAUSED INCLUDING IN NEGLIGENCE WHICH 
ARISES OUT OF OR IN CONNECTION WITH THE CONTRACT. 
11.6. SUBJECT TO CONDITIONS 11.2,  11.4 AND 11.5 THE SUPPLIER'S TOTAL 
LIABILITY IN CONTRACT, TORT (INCLUDING NEGLIGENCE) BREACH OF 
STATUTORY DUTY, MISREPRESENTATION, RESTITUTION OR OTHERWISE 
ARISING OUT OF OR IN CONNECTION WITH THE CONTRACT SHALL BE LIMITED 
TO THE TOTAL CHARGES PAYABLE BY THE CUSTOMER FOR THE SERVICES OR 
THE SUM OF FIVE MILLION POUNDS WHICH EVER IS THE LOWER. 
 
12. Data protection 
 
12.1. The Customer acknowledges and agrees that details of the Customer's name, 
address and payment record may be submitted to a credit reference agency, and 
personal data will be processed by and on behalf of the Supplier in connection with the 
Services. 
12.2. The Customer shall comply with its obligations under the Data Protection Act 
1998 in disclosing any „personal data‟ (as defined in that Act) to the Supplier in 
connection with the Contract. 
 
13. Termination  
 
13.1. The Contract shall terminate automatically on the completion of the Services.  
13.2. Without prejudice to any other rights or remedies which the parties may have, 
either party may terminate the Contract without liability to the other immediately on giving 
notice in writing to the other if: 
13.2.1. the other party commits a material breach of any of  its obligations under the 
Contract and (if such a breach is remediable) fails to remedy that breach within 7 days of 
that party being notified in writing of the breach. Without limitation it will be a material 
breach for the Customer to fail to pay in full any invoice of the Supplier within 14 days of 
the due date for payment of such invoice except to the extent that  such invoice is the 
subject of a bona fide dispute that the Customer is trying to resolve with the Supplier; or 
13.2.2. an order is made or a resolution is passed for the winding up of the other party; 
or 
13.2.3. an order is made for the appointment of an administrator to manage the affairs, 
business and property of the other party, or documents are filed with a court of 
competent jurisdiction for the appointment of an administrator of the other party, or notice 
of intention to appoint an administrator is given by the other party or its directors or by a 
qualifying floating charge holder (as defined in paragraph 14 of Schedule B1 to the 
Insolvency Act 1986); or 
13.2.4. a receiver, administrative receiver or manager is appointed of any of the other 
party's assets or undertaking; or 
13.2.5. the other party makes any arrangement or composition with its creditors; or 
13.2.6. the other party ceases, or threatens to cease, to trade; or 
13.2.7. there is a change of control of the other party (as defined in section 574 of the 
Capital Allowances Act 2001); or 
13.2.8. the other party takes or suffers any similar or analogous action in any jurisdiction 
in consequence of debt. 
13.3. On termination of the Contract for any reason other than by virtue of condition 
13.1:  
13.3.1. the Customer shall immediately pay to the Supplier all of the Supplier's 
outstanding unpaid invoices and interest and, in respect of Services supplied but for 
which no invoice has been submitted, the Supplier may submit an invoice, which shall be 
payable immediately on receipt; 
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13.3.2. the Customer shall, on demand, return to the Supplier all equipment belonging to 
the Supplier (if any) that is at the Customer‟s premises and all Materials. If the Customer 
fails to do so, then the Supplier may enter the Customer's premises and take possession 
of them; and 
13.3.3. the accrued rights of the parties as at termination and the continuation of any 
provision expressly stated to survive or implicitly surviving termination, (including 
conditions 6.2, 6.3, 7.4, 8, 9, 10, 11, 13.3 and 14.4, 15 - 17 inclusive) shall not be 
affected. 
 
14. Cancellation and Suspension 
 
14.1. The Customer has no right to cancel the Contract or to re-schedule any date for 
the provision of the Services unless such right is contained in the Proposal. 
14.2. If the Supplier is unable to complete the delivery of the Services within 3 months 
starting on the date the Services were originally scheduled to have been completed 
because of either postponement by the Customer or suspension by the Supplier under 
condition 14.3, the Supplier may elect (by giving notice to the Customer) to treat the 
Contract as having been cancelled by the Customer immediately on the expiry of that 3-
month period. 
14.3. The Supplier may suspend the provision of the Services at any time if the 
Customer‟s premises at which the Services are provided fail to comply with applicable 
health and safety requirements. Further, if suspension of the Services continues for a 
period of two consecutive months under this condition 14.3, then the Supplier may elect 
(by giving notice to the Customer) to treat the Contract as having been cancelled by the 
Customer immediately on the expiry of that two-month period. 
14.4. If the Contract is cancelled under condition 14.2 or 14.3, the Customer shall pay 
the Supplier 100% of the Charges for the Services remaining to be completed (as 
determined by the Supplier), such payment to be made within 7 days starting on the date 
of cancellation. 
 
15. Force Majeure 
 
15.1. The Supplier shall have no liability to the Customer under the Contract if it is 
prevented from or delayed in performing its obligations under the Contract by any 
circumstances beyond the Supplier‟s reasonable control, including strikes, lock-outs or 
other industrial disputes (whether involving the workforce of the Supplier or any other 
party), failure of a utility service or transport network, act of God, war, riot, act of 
terrorism civil commotion, malicious damage, compliance with any law or governmental 
order, rule, regulation or direction, accident, breakdown of plant or machinery, fire, flood, 
storm or default of suppliers or sub-contractors. 
 
16. Entire Agreement 
 
16.1. The Contract sets out all of the terms which the parties have agreed in relation to 
its subject matter and supersedes all prior agreement and understandings between the 
parties relating to such subject matter. 
16.2. Each party acknowledges and agrees that, in entering into the Contract it does 
not rely on any undertaking, promise, assurance, statement, representation, warranty or 
understanding (whether in writing or not) of any person (whether party to these terms 
and conditions or not) relating to the subject matter of the Contract, other than as 
expressly set out in the Contract. 
16.3. Nothing in this condition 16 excludes any liability which one party would 
otherwise have for any statement it has made fraudulently to the other party. 
 
17. General 
 
17.1. Subject to the Proposal and condition 7, no variation of the Contract or these 
Conditions or of any of the documents referred to in them shall be valid unless it is in 
writing and signed by or on behalf of each of the parties. 
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17.2. If any provision (or part of a provision) of these conditions or the Contract is 
found by any court or administrative body of competent jurisdiction to be invalid, 
unenforceable or illegal, the other provisions will remain in force. If any invalid, 
unenforceable or illegal provision would be valid, enforceable or legal if some part of it 
were deleted, that provision will apply with whatever modification is necessary to make it 
valid, enforceable and legal. 
17.3. The Contract is personal to the Customer who shall not, without the prior written 
consent of the Supplier, assign, transfer, charge, sub-contract or deal in any other 
manner with all or any of its rights or obligations under the Contract. The Supplier may at 
any time assign, transfer, charge, sub-contract or deal in any other manner with all or 
any of its rights or obligations under the Contract. 
17.4. .Nothing in the Contract is intended to, or shall operate to, create a partnership 
between the Customer and the Supplier, or to authorise either party to act as agent for 
the other, and neither the Customer nor the Supplier shall have authority to act in the 
name or on behalf of or otherwise to bind the other in any way (including the making of 
any representation or warranty, the assumption of any obligation or liability and the 
exercise of any right or power). 
17.5. The Contract is made for the benefit of the parties to it and (where applicable) 
their successors and permitted assigns and is not intended to benefit, or be enforceable 
by, anyone else. 
17.6. Notice given under the Contract shall be in writing, sent for the attention of the 
person, and to the address or fax number, given in the Contract (or such other address, 
fax number or person as the relevant party may notify to the other party in accordance 
with this condition 20) and shall be delivered personally, sent by fax or sent by pre-paid, 
first-class post or recorded delivery. A notice is deemed to have been received, if 
delivered personally, at the time of delivery, in the case of fax, at the time of 
transmission, in the case of pre-paid first class post or recorded delivery, 48 hours from 
the date of posting and, if deemed receipt under this condition is not within business 
hours (meaning 9.00 am to 5.30 pm Monday to Friday on a day that is a business day), 
at 9.00 am on the first business day following delivery. To prove service, it is sufficient to 
prove that the notice was transmitted by fax, to the fax number of the party or, in the 
case of post, that the envelope containing the notice was properly addressed and 
posted. 
17.7. The failure to exercise or delay in exercising any right by the Supplier or the 
Customer will not be deemed to be a waiver of such right and will not bar the exercise of 
that or any other right at any time thereafter. 
17.8. The Contract and any dispute or claim arising out of or in connection with it or its 
subject matter, shall be governed by, and construed in accordance with, the law of 
England and Wales. The Customer and the Supplier irrevocably agree that the courts of 
England and Wales shall have exclusive jurisdiction to settle any dispute or claim that 
arises out of or in connection with the Contract or its subject matter. 
 
  
 Title ___ Name______________________________________ 
 
 Address: 
 __________________________________________________ 
 __________________________________________________ 
 __________________________________________________ 
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Dear, 
 
We are delighted to be able to assist your company with the provision of the services 
detailed below, comprising a free of charge Diagnostic visit. 
 
The work we will be carrying out is funded by the North West Development Agency 
and the value of the subsidy is calculated as follows :- 
 
   £ 
  Full cost of services provided 24,500 
  Less agreed contribution by company 0 
  Subsidy 24,000 
 
The European Community State Aid Rules require us to confirm that the subsidy that is 
being provided does not breach the de minimis rules. Under EC Regulation 1998/2006 
(“de minimis” aid regulation), this is a de minimis aid. There is a ceiling of 200,000 euros 
(Approximately £140,000) for all de minimis aid provided to any one firm over a three 
year period. Any de minimis aid awarded to you under this offer letter will be relevant if 
you wish to apply, or have applied, for any other de minimis aid. For the purposes of the 
de minimis regulation, you must retain this letter for three years from the date on this 
letter and produce it on any request by the UK public authorities or the European 
Commission. (You may need to keep this letter longer than 3 years for other purposes.) 
 
The value of the subsidy you have already received from the Manufacturing Institute over 
the last 3 years is £0. If you require a breakdown of this figure please contact the 
Institute. 
 
In order for us to assess your eligibility for continued subsidy, will you also please 
provide details below of all public financial assistance you have received over the last 3 
years, other than from the Manufacturing Institute. 
 
(If you are not sure if any public funding you have received is De Minimis aid, please 
contact the body which granted the assistance to clarify this.) 
 
To confirm that the above details provided are both complete and accurate could you 
please sign this letter where indicated. The letter should then be returned to The 
Manufacturing Institute. A second copy of this letter is enclosed for your files. 
 
Thank you for your assistance and we look forward to working with you. 
 
Yours sincerely 
  
  
  
Adam Buckley 
Head of Contracts & Education 
 
I confirm that the above details provided are both complete and accurate. 
 
NAME  _______________________________ 
POSITION _______________________________ 
SIGNATURE _______________________________ 
DATE _______________________________ 
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Initial Information 
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Company Information Detail 
 
Address: 
Company Name  
Company Address  
 
 
Region  
Postcode  
Tel No  
Website  
Senior Manager: 
Name  
Tel No  
Mobile:  
Email  
CCI Contact: 
Name  
Tel No  
Mobile:  
Email  
 
Workforce Detail: 
Current number of employees  
Has the company a current Organisational Chart? 
(If No please provide leadership levels) 
 
Current number of apprentices  
Does the company operate a shift pattern? (If yes 
please provide shift pattern) 
 
 
Key Drivers for Change: 
N Detail 
1  
2  
3  
 
Project Name / Reference Number 
Client reference 
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Champion Detail Form 
 
Company: 
Name  
Champion: 
Name  
Tel No  
Mobile  
Email  
Dept  
Shift Pattern  
Line Manager: 
Name  
Tel No  
Mobile  
Email  
Shift Pattern  
 
 
Training / Project Detail: 
Cohort  
Coach  
Main Agenda Project   
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Schedule of Meetings 
 
 
 
 
Meeting Name Proposed Date Attendees 
Initiation Meeting 
  
Baseline Assessment   
Baseline Feedback / Workshop 
Preparation 
  
Project Initiation Workshop   
Champion Training Day  1 
Managing Culture Change – a 
Coaching Approach 
  
Champion Training Day  2 
Managing Culture Change – a 
Coaching Approach 
  
Champion Training Day  3 
Managing Culture Change – a 
Coaching Approach 
  
Senior Management Training 
Day 
Practical Approach to 
delivering culture change 
  
Project Scoping session 1   
Project Scoping session 2   
Project Scoping session 3   
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Training Schedule 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Champion Training Schedule 
Cohort Day Date  
1 
1 11/12/08 Unifrax Ltd – Rainford 
2 16/12/08 Unifrax Ltd – Rainford 
3 08/01/09 Unifrax Ltd – Rainford 
2 
1 12/01/09 TMI – Manchester 
2 19/01/09 TMI – Manchester 
3 26/01/09 TMI – Manchester 
3 
1 13/01/09 PFL - Speke 
2 20/01/09 PFL – Speke 
3 27/01/09 PFL – Speke 
 
4 
1 16/01/09 PFL – Speke 
2 23/01/09 PFL – Speke 
3 30/01/09 PFL – Speke 
Management Training 
Cohort Day Date Location 
1 1 15/01/09 TMI 
2 1 22/01/09 PFL - Speke 
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CCI Admin Check List 
 
 
 
1 
Detail Form No Signed Date 
Explain Process Flow 3   
Provide Pilot Programme Overview letter 4   
Provide CCI Presentation 5   
Guidance Notes Explained 6   
TPMI Agreement Signed 7   
Terms and Conditions Signed 8   
De minmus Signed 9   
Company Information  Form Completed 10   
Champion Detail Form‟s Issued 11   
Champion Detail Form Signed 11   
Meeting Schedule Completed 12   
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Baseline Assessment 
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Baseline Assessment 
Guidance Notes 
Process 
 
 
1. Population Size 
 
The Culture Change Initiative (CCI) requires a minimum of 25% of the workforce 
to participate in the assessment, and to include cross functional employees under 
the following criteria:- 
 
 New Starter 
 Supervisor 
 Senior Manager 
 Manager 
 Administration 
 Shop Floor 
 
2. Shift Pattern  
 
Should the company operate a shift pattern, scheduling of the employees to meet 
with the CCI Coach is to be managed by the CCI Co-ordinator.  
  
 
3. Location of Assessment 
 
A meeting room should be made available to accommodate up to 4 - 6 people at a 
time to complete the baseline assessment.  
 
4. Time 
 
The baseline assessment will take approximately 10 – 15 minutes, help will be 
available should anyone have difficulties in completing. 
 
 
5. Baseline Assessment Methodology 
 
Each assessment contains 40 questions and 5 sections. There are 5 option box 
answers 
 
 
 1 option is to be selected for each answer. 
 
Strongly Disagree 
 
 
Disagree 
 
 
Neutral 
 
 
Agree 
 
 
Strongly Agree 
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CULTURE CHANGE INITIATIVE 
 
BASELINE ASSESSMENT  
 
Questions 
There are 40 questions and 5 sections to complete. 
 
The questions have been devised using EFQM Excellence Model principles and revolve around the 
following topic areas: 
 Key Tasks 
 Structure 
 People Relationship 
 Motivation 
 Support 
 Management Leadership 
 Attitude Towards Change 
 Performance 
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Details        
 
 
 
Which of the following describes your position? 
 
                                                          
Age:  
 
 
 
 
Date started at Company …………………………………. 
 
 
 
 
Date of Assessment:    …………………………………………..         
 
 
 
 
 
 
 
 
 
 
Shop Floor          (    )  Administrative     (    ) Supervisory      (    ) Management       (    ) 
16 – 25 (    )  26 – 35 (   ) 36 – 45 (    ) 46 – 55 (    ) > 56 (    ) 
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Section 1 
 
 
  
Strongly 
Disagree 
 
Disagree 
 
 
Neutral 
 
 
Agree 
 
 
Strongly Agree 
 
 
1a I understand the objectives of the department 
 (    )  (    )  (    )  (    )  (    )  
1b The organisation of work is effective here 
 
(    )  (    )  (    )  (    )  (    )  
1c Managers will always listen to ideas 
 
(    )  (    )  (    )  (    )  (    )  
1d I am encouraged to develop my full potential 
 
(    )  (    )  (    )  (    )  (    )  
1e My immediate supervisor has ideas that are 
helpful to me and my group 
 
(    )  (    )  (    )  (    )  (    )  
1f My immediate supervisor is supportive and 
helps me in my work 
 
(    )  (    )  (    )  (    )  (    )  
1g The department keeps its policies and 
procedures relevant and up to date 
 
(    )  (    )  (    )  (    )  (    )  
1h We regularly achieve our objectives 
 
(    )  (    )  (    )  (    )  (    )  
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Section 2 
 
 
  
Strongly 
Disagree 
 
Disagree 
 
 
Neutral 
 
 
Agree 
 
 
Strongly Agree 
 
 
2a The goals and objectives of the department 
are clearly stated 
 
(    )  (    )  (    )  (    )  (    )  
2b Jobs and lines of authority are flexible 
 
(    )  (    )  (    )  (    )  (    )  
2c I can always talk to someone at work if I have 
a work related problem 
 
(    )  (    )  (    )  (    )  (    )  
2d The salary that I receive is commensurate 
with the job that I perform 
 
(    )  (    )  (    )  (    )  (    )  
2e I have all the information and resources I 
need to do a good job 
 
(    )  (    )  (    )  (    )  (    )  
2f The management style adopted by senior 
management is helpful and effective 
 
(    )  (    )  (    )  (    )  (    )  
2g We consistently review our methods and 
introduce improvements 
 
(    )  (    )  (    )  (    )  (    )  
2h Results are attained because people are 
committed to them 
 
(    )  (    )  (    )  (    )  (    )  
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Section 3 
 
 
  
Strongly 
Disagree 
 
Disagree 
 
 
Neutral 
 
 
Agree 
 
 
Strongly Agree 
 
 
3a I feel motivated by work I do 
 
(    )  (    )  (    )  (    )  (    )  
3b The way in which work tasks are divided is 
sensible and clear 
 
(    )  (    )  (    )  (    )  (    )  
3c My relationships with other members of my 
work group are good 
 
(    )  (    )  (    )  (    )  (    )  
3d There are opportunities for promotion and 
increased responsibility in the department 
 
(    )  (    )  (    )  (    )  (    )  
3e The department sets realistic plans 
 
(    )  (    )  (    )  (    )  (    )  
3f Performance is regularly reviewed by 
managers  
 
(    )  (    )  (    )  (    )  (    )  
3g There are occasions when I would like to be 
free to make changes in my job 
 
(    )  (    )  (    )  (    )  (    )  
3h People are cost conscious and seek to make 
the best use of resources 
 
(    )  (    )  (    )  (    )  (    )  
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Section 4 
 
  
Strongly 
Disagree 
 
Disagree 
 
 
Neutral 
 
 
Agree 
 
 
Strongly Agree 
 
 
4a The priorities of the department are 
understood by staff 
 
(    )  (    )  (    )  (    )  (    )  
4b There is constant search for ways of 
improving the way we work 
 
(    )  (    )  (    )  (    )  (    )  
4c We cooperate effectively in order to get the 
work done 
 
(    )  (    )  (    )  (    )  (    )  
4d Encouragement and recognition is given for 
all tasks 
 
(    )  (    )  (    )  (    )  (    )  
4e The department work well together to achieve 
good performance 
 
(    )  (    )  (    )  (    )  (    )  
4f The management team provides effective and 
inspiring leadership 
 
(    )  (    )  (    )  (    )  (    )  
4g The department has the capacity to change 
 
(    )  (    )  (    )  (    )  (    )  
4h The work we do is always necessary and 
effective 
 
(    )  (    )  (    )  (    )  (    )  
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Section 5 
 
 
 
 
  
Strongly 
Disagree 
 
Disagree 
 
 
Neutral 
 
 
Agree 
 
 
Strongly Agree 
 
 
5a In my own work area objectives are clearly 
stated and each person’s work role is clearly 
identified 
 
(    )  (    )  (    )  (    )  (    )  
5b The way the work structure is arranged 
produces general satisfaction 
 
(    )  (    )  (    )  (    )  (    )  
5c Conflicts of views are resolved by solutions 
which are understood and accepted 
 
(    )  (    )  (    )  (    )  (    )  
5d All individual work performance is reviewed 
against agreed standards 
 
(    )  (    )  (    )  (    )  (    )  
5e Other departments are helpful to my own 
department whenever necessary 
 
(    )  (    )  (    )  (    )  (    )  
5f My managers management style helps me in 
the performance of my own work 
 
(    )  (    )  (    )  (    )  (    )  
5g Creativity and initiative are encouraged 
 
(    )  (    )  (    )  (    )  (    )  
5h People are always concerned to do a good 
job 
(    )  (    )  (    )  (    )  (    )  
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4
 
4
 
4
 
5
 
5
 
5
 
5
 
4
.6
 
A
 l
it
tl
e
 c
o
n
d
e
n
s
e
d
 b
u
t 
th
a
t 
w
a
s
 d
u
e
 t
o
 N
a
lc
o
 s
ta
rt
in
g
 t
h
e
 p
ro
c
e
s
s
 l
a
te
 
0
3
/0
3
/0
9
 
5
 
N
a
lc
o
 
5
 
4
 
5
 
5
 
5
 
5
 
5
 
5
 
4
.9
 
C
o
u
rs
e
 w
a
s
 v
e
ry
 e
n
jo
y
a
b
le
 a
n
d
 f
u
lf
ill
in
g
. 
G
iv
e
n
 m
e
 n
e
w
 s
k
ill
s
 a
n
d
 
k
n
o
w
le
d
g
e
. 
T
h
a
n
k
 y
o
u
 
0
3
/0
3
/0
9
 
5
 
N
a
lc
o
 
5
 
4
 
4
 
4
 
4
 
4
 
4
 
5
 
4
.3
 
I 
fe
lt
 t
h
a
t 
th
e
 c
o
n
te
n
t 
h
a
s
 a
 g
o
o
d
 b
a
la
n
c
e
 o
f 
e
x
a
m
p
le
s
 d
n
 o
p
e
n
 
e
x
e
rc
is
e
s
 
0
3
/0
3
/0
9
 
5
 
N
a
lc
o
 
5
 
5
 
5
 
5
 
4
 
5
 
5
 
5
 
4
.9
 
T
h
a
n
k
s
 g
u
y
s
 t
h
e
 c
o
u
rs
e
 w
a
s
 v
e
ry
 e
n
jo
y
a
b
le
 
2
7
/0
1
/0
9
 
3
 
T
ri
g
o
n
 
5
 
3
 
4
 
4
 
4
 
4
 
4
 
5
 
4
.1
 
E
v
e
ry
th
in
g
 w
a
s
 h
e
lp
fu
l 
a
n
d
 e
x
p
la
in
e
d
 v
e
ry
 w
e
ll
 
2
7
/0
1
/0
9
 
3
 
T
ri
g
o
n
 
5
 
3
 
4
 
4
 
4
 
4
 
4
 
5
 
4
.1
 
It
 w
a
s
 a
 l
o
t 
m
o
re
 c
o
m
p
lic
a
te
d
 t
h
a
n
 i
 t
h
o
u
g
h
t 
it
 w
o
u
ld
 b
e
 
3
0
/0
1
/0
9
 
4
 
T
ri
g
o
n
 
5
 
4
 
5
 
5
 
5
 
5
 
5
 
5
 
4
.9
 
T
h
o
ro
u
g
h
ly
 e
n
jo
y
e
d
 t
h
e
 3
 d
a
y
s
 
2
7
/0
1
/0
9
 
3
 
V
is
ta
 
5
 
3
 
4
 
4
 
5
 
5
 
5
 
5
 
4
.5
 
ju
s
t 
lik
e
 t
o
 t
h
a
n
k
 a
ll 
th
e
 t
u
to
rs
 f
o
r 
th
e
ir
 h
e
lp
 a
n
d
 s
u
p
p
o
rt
 o
n
 t
h
e
 c
o
u
rs
e
 
2
7
/0
1
/0
9
 
3
 
V
is
ta
 
5
 
3
 
4
 
4
 
5
 
5
 
5
 
5
 
4
.5
 
v
e
ry
 s
u
p
p
o
rt
iv
e
 a
n
d
 c
o
n
s
tr
u
c
ti
v
e
 
2
7
/0
1
/0
9
 
3
 
V
is
ta
 
5
 
3
 
4
 
4
 
4
 
5
 
4
 
5
 
4
.3
 
w
e
ll 
fo
rm
a
tt
e
d
 a
n
d
 e
a
s
y
 t
o
 f
o
llo
w
 
3
0
/0
1
/0
9
 
4
 
  
5
 
5
 
5
 
5
 
5
 
5
 
5
 
5
 
5
.0
 
  
  
A
v
e
ra
g
e
 
  
5
.0
 
4
.2
 
4
.6
 
4
.5
 
4
.7
 
4
.9
 
4
.7
 
5
.0
 
4
.7
 
  
 
K
e
y
 :
 1
 s
tr
o
n
g
ly
 d
is
a
g
re
e
; 
2
 d
is
a
g
re
e
; 
3
  
a
b
o
u
t 
ri
g
h
t;
 4
 a
g
re
e
; 
5
 s
tr
o
n
g
ly
 a
g
re
e
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APPENDIX N: 
 
 
 
CCI SAMPLE COMPANY FINAL REPORT 
 
 
 
 A
p
p
en
d
ix
 M
 
 
 
 
 
 
 
 
2
 
 
           
C
C
I 
C
o
m
p
a
n
y
 F
in
a
l 
R
e
p
o
rt
   
C
o
m
p
a
n
y
: 
C
o
m
p
a
n
y
 A
  
D
a
te
: 
A
p
ri
l 
2
0
1
0
  
 A
p
p
en
d
ix
 N
 
 
 
 
 
 
 
 
3
 
 
C
o
m
p
a
n
y
  
  
: 
  
C
o
m
p
a
n
y
 A
 
C
o
n
ta
c
t 
N
a
m
e
  
  
 :
  
X
X
X
X
 
T
e
l:
 X
X
X
X
 
A
d
d
re
s
s
: 
  
  
  
  
  
  
  
  
  
X
X
X
X
 
N
o
 s
ta
ff
 i
n
 c
o
m
p
a
n
y
 
3
3
 
D
a
te
 o
f 
s
ig
n
 u
p
 t
o
 C
C
I 
3
1
s
t  J
a
n
u
a
ry
 0
9
 
A
s
s
ig
n
e
d
 C
C
I 
T
e
a
m
 
A
n
n
 M
u
lh
a
n
e
y
 (
L
e
a
d
 C
o
a
c
h
),
 P
a
u
l 
G
re
y
 (
C
C
I 
T
ra
in
e
r)
, 
M
ic
h
a
e
l 
G
la
s
s
 (
T
M
I 
C
o
n
s
u
lt
a
n
t)
 
 K
e
y
 D
ri
v
e
rs
 f
o
r 
C
h
a
n
g
e
 (
a
s
 o
u
tl
in
e
d
 i
n
 t
h
e
 a
p
p
li
c
a
ti
o
n
 t
o
 j
o
in
 C
C
I)
 
1
 
Im
p
ro
v
e
 p
ro
d
u
c
ti
v
it
y
 
2
 
A
d
d
 p
ro
je
c
t 
m
a
n
a
g
e
m
e
n
t 
s
k
ill
s
 
3
 
E
n
h
a
n
c
e
 w
o
rk
fo
rc
e
 i
n
 p
o
s
it
iv
e
 c
h
a
n
g
e
 
 In
it
ia
l 
C
u
lt
u
ra
l 
A
s
s
e
s
s
m
e
n
t 
(B
a
s
e
li
n
e
 S
u
rv
e
y
) 
 D
a
te
 o
f 
b
a
s
e
lin
e
 s
u
rv
e
y
 
2
n
d
 F
e
b
ru
a
ry
 2
0
0
9
 
S
a
m
p
le
 s
iz
e
 
5
7
%
 
B
a
s
e
lin
e
 R
e
p
o
rt
 
S
e
e
 A
p
p
e
n
d
ix
 1
 
  S
u
m
m
a
ry
 o
f 
T
ra
in
in
g
  
N
o
 o
f 
s
ta
ff
 
tr
a
in
e
d
 
T
o
ta
l 
M
a
n
 D
a
y
s
 
 
  
  
  
  
  
  
  
- 
b
e
s
p
o
k
e
 
5
 
1
5
 
S
e
e
 A
p
p
e
n
d
ix
 2
 :
 C
h
a
m
p
io
n
s
 C
o
u
rs
e
  
 
  
  
  
  
  
  
  
- 
m
a
n
a
g
e
m
e
n
t 
1
 
1
 
S
e
e
 A
p
p
e
n
d
ix
 3
 :
 S
e
n
io
r 
M
a
n
a
g
e
r 
C
o
u
rs
e
  
  
  
  
  
  
  
  
- 
w
o
rk
 b
a
s
e
d
 
6
6
 
6
6
 
S
e
e
 A
p
p
e
n
d
ix
 4
 :
 B
E
F
  
S
ta
ff
 a
tt
e
n
d
in
g
 c
h
a
lle
n
g
e
 d
a
y
 
3
3
 
3
3
 
S
e
e
 A
p
p
e
n
d
ix
 5
 :
 R
e
g
is
te
r 
o
f 
A
tt
e
n
d
a
n
c
e
 
S
ta
ff
 a
tt
e
n
d
in
g
 m
id
 t
e
rm
 c
o
n
fe
re
n
c
e
 
1
 
1
 
S
e
e
 A
p
p
e
n
d
ix
 6
 :
 R
e
g
is
te
r 
o
f 
A
tt
e
n
d
a
n
c
e
 
T
o
ta
ls
 
1
0
6
 
1
1
6
 
 
 A
p
p
en
d
ix
 N
 
 
 
 
 
 
 
 
4
 
P
ro
je
c
t 
Id
e
n
ti
fi
c
a
ti
o
n
 
 C
h
a
lle
n
g
e
 D
a
y
  
2
n
d
 F
e
b
ru
a
ry
 2
0
0
9
. 
N
u
m
b
e
r 
o
f 
is
s
u
e
s
 r
a
is
e
d
 a
t 
c
h
a
lle
n
g
e
 d
a
y
 
1
3
3
 
S
e
e
 A
p
p
e
n
d
ix
 7
: 
S
u
m
m
a
ry
 o
f 
is
s
u
e
s
 
N
u
m
b
e
r 
o
f 
p
ro
je
c
ts
 p
ro
g
re
s
s
e
d
 t
h
ro
u
g
h
 C
C
I 
6
 
S
e
e
 A
p
p
e
n
d
ix
 8
: 
P
I 
fo
rm
 
 P
ro
je
c
t 
C
o
a
c
h
in
g
 S
u
p
p
o
rt
 
 C
h
a
m
p
io
n
 
N
o
 o
f 
s
e
s
s
io
n
s
 (
to
ta
l 
h
o
u
rs
) 
A
d
d
it
io
n
a
l 
s
u
p
p
o
rt
 (
i.
e
. 
e
m
a
il
 a
n
d
 t
e
le
p
h
o
n
e
 c
o
m
m
u
n
ic
a
ti
o
n
s
) 
R
o
la
n
d
 W
o
o
d
h
e
a
d
 
6
 x
 1
.5
 
2
 h
o
u
rs
 
S
te
v
e
 H
u
ls
e
 
6
 x
 1
.5
 
6
 h
o
u
rs
 
S
te
v
e
 M
e
lia
 
6
 x
 1
.5
 
4
 h
o
u
rs
 
S
te
v
e
 C
a
p
p
e
r 
6
 x
 1
.5
 
2
 h
o
u
rs
 
M
ic
h
a
e
l 
H
a
d
fi
e
ld
 
6
 x
 1
.5
 
2
 h
o
u
rs
 
J
im
 S
m
it
h
 
4
 x
 1
.5
 
5
 h
o
u
rs
 
T
o
ta
l 
a
c
c
u
m
u
la
te
d
 
5
1
 
2
1
 
 S
p
e
c
if
ic
s
 o
f 
T
ra
in
in
g
 a
n
d
 P
ro
je
c
t 
S
u
p
p
o
rt
 
 D
e
s
c
ri
p
ti
o
n
 
D
a
te
s
/d
u
ra
ti
o
n
 
D
e
li
v
e
re
d
 b
y
 
N
u
m
b
e
r 
o
f 
p
a
rt
ic
ip
a
n
ts
 
O
u
tp
u
ts
 
5
S
  
2
/3
/0
9
 (
6
 h
rs
) 
P
a
u
l 
G
re
y
 
3
 
A
w
a
re
n
e
s
s
 o
f 
5
S
 p
ri
n
c
ip
le
s
 
5
S
 
3
/3
/0
9
 (
6
 h
rs
) 
P
a
u
l 
G
re
y
 
3
 
5
S
 t
o
o
ls
 a
n
d
 t
e
c
h
n
iq
u
e
s
 
5
S
 
4
/3
/0
9
 (
6
 h
rs
) 
P
a
u
l 
G
re
y
 
3
 
5
S
 a
p
p
lic
a
ti
o
n
 t
o
 b
u
s
in
e
s
s
 a
re
a
 –
 p
la
n
n
in
g
 a
n
d
 i
m
p
le
m
e
n
ta
ti
o
n
 
5
S
 
5
/3
/0
9
 (
6
 h
rs
) 
P
a
u
l 
G
re
y
 
3
 
5
S
 a
p
p
lic
a
ti
o
n
 t
o
 b
u
s
in
e
s
s
 a
re
a
 –
 p
la
n
n
in
g
 a
n
d
 i
m
p
le
m
e
n
ta
ti
o
n
 
5
S
 
6
/3
/0
9
 (
6
 h
rs
) 
P
a
u
l 
G
re
y
 
3
 
E
m
b
e
d
d
in
g
 a
 c
u
lt
u
re
 o
f 
5
S
  
 
5
S
 
1
0
/3
/0
9
 (
6
h
rs
) 
P
a
u
l 
G
re
y
 
3
 
S
u
s
ta
in
in
g
 5
S
 
V
a
lu
e
 s
tr
e
a
m
 m
a
p
p
in
g
 
1
1
/3
/0
9
 (
6
 h
rs
) 
P
a
u
l 
G
re
y
 
5
 
V
a
lu
e
 s
tr
e
a
m
 m
a
p
p
in
g
 p
ri
n
c
ip
le
s
, 
to
o
ls
 a
n
d
 t
e
c
h
n
iq
u
e
s
 
M
a
n
a
g
in
g
 c
u
lt
u
re
 c
h
a
n
g
e
 
2
0
/3
/0
9
 (
6
 h
rs
) 
A
n
n
 M
u
lh
a
n
e
y
 
4
 
W
h
a
t 
is
 c
u
lt
u
re
 c
h
a
n
g
e
, 
s
ta
k
e
h
o
ld
e
rs
 a
n
d
 m
o
d
e
ls
 f
o
r 
c
h
a
n
g
e
 
V
a
lu
e
 s
tr
e
a
m
 m
a
p
p
in
g
 
2
3
/3
/0
9
 (
6
 h
rs
) 
P
a
u
l 
G
re
y
 
5
 
M
a
p
p
in
g
 a
 p
ro
c
e
s
s
 –
 k
e
y
 t
a
rg
e
t 
a
re
a
 
M
a
n
a
g
in
g
 c
u
lt
u
re
 c
h
a
n
g
e
 
2
3
/3
/0
9
 (
6
 h
rs
) 
A
n
n
 M
u
lh
a
n
e
y
 
4
 
T
e
a
m
 b
u
ild
in
g
 f
o
r 
c
h
a
n
g
e
 a
n
d
 p
ro
je
c
t 
m
a
n
a
g
e
m
e
n
t 
m
e
th
o
d
s
 
V
a
lu
e
 s
tr
e
a
m
 m
a
p
p
in
g
 
2
4
/3
/0
9
 (
6
 h
rs
) 
P
a
u
l 
G
re
y
 
5
 
A
n
a
ly
s
in
g
 t
h
e
 v
a
lu
e
 s
tr
e
a
m
 
V
a
lu
e
 s
tr
e
a
m
 m
a
p
p
in
g
 
2
5
/3
/0
9
 (
6
 h
rs
) 
P
a
u
l 
G
re
y
 
5
 
Id
e
n
ti
fy
in
g
 i
m
p
ro
v
e
m
e
n
ts
 a
n
d
 p
la
n
n
in
g
 a
c
ti
o
n
 
V
a
lu
e
 s
tr
e
a
m
 m
a
p
p
in
g
 
2
6
/3
/0
9
 (
6
 h
rs
) 
P
a
u
l 
G
re
y
 
5
 
Id
e
n
ti
fy
in
g
 i
m
p
ro
v
e
m
e
n
ts
 a
n
d
 t
a
k
in
g
 a
c
ti
o
n
 
M
a
n
a
g
in
g
 c
u
lt
u
re
 c
h
a
n
g
e
 
2
6
/3
/0
9
 (
6
 h
rs
) 
A
n
n
 M
u
lh
a
n
e
y
 
4
 
C
o
m
m
u
n
ic
a
ti
o
n
 f
o
r 
c
h
a
n
g
e
 –
 k
e
e
p
in
g
 s
ta
k
e
h
o
ld
e
rs
 i
n
fo
rm
e
d
 
V
a
lu
e
 s
tr
e
a
m
 m
a
p
p
in
g
 
2
7
/3
/0
9
 (
6
 h
rs
) 
P
a
u
l 
G
re
y
 
5
 
M
o
n
it
o
ri
n
g
 i
m
p
a
c
t 
–
 b
e
n
e
fi
ts
 r
e
a
lis
a
ti
o
n
 
M
a
n
a
g
in
g
 c
h
a
m
p
io
n
s
 
3
1
/3
/0
9
 (
6
 h
rs
) 
A
n
n
 M
u
lh
a
n
e
y
 
6
 
U
s
in
g
 c
o
a
c
h
in
g
 a
n
d
 m
e
n
to
ri
n
g
 i
n
 c
h
a
n
g
e
 m
a
n
a
g
e
m
e
n
t 
 A
p
p
en
d
ix
 N
 
 
 
 
 
 
 
 
5
 
 P
ro
je
c
t 
P
ro
g
re
s
s
 
 M
a
in
 P
ro
je
c
t 
C
o
d
e
 
N
A
L
0
0
1
 
S
ta
rt
 D
a
te
  
  
 F
e
b
ru
a
ry
 2
4
th
  
  
F
in
is
h
 D
a
te
  
M
a
rc
h
 3
1
s
t  
2
0
0
9
 
 
M
a
in
 I
n
it
ia
ti
v
e
 (
W
h
a
t)
 
R
e
-u
s
e
 o
f 
p
a
lle
ts
 
B
u
s
in
e
s
s
 A
re
a
 (
W
h
e
re
) 
A
c
ro
s
s
 s
it
e
 
R
a
ti
o
n
a
le
 (
W
h
y
) 
R
e
d
u
c
e
 c
o
s
ts
 
C
h
a
m
p
io
n
 A
ll
o
c
a
te
d
 
X
X
X
X
 
K
e
y
 P
ro
je
c
t 
D
e
li
v
e
ra
b
le
s
 (
ta
rg
e
t)
 
P
ro
je
c
t 
O
u
tc
o
m
e
s
 
R
e
d
u
c
e
 P
a
ll
e
t 
s
p
e
n
d
 b
y
 £
6
K
-£
1
2
K
 p
e
r 
a
n
n
u
m
 
S
a
v
in
g
s
 o
f 
£
8
K
 i
d
e
n
ti
fi
e
d
 v
ia
 N
e
w
 S
u
p
p
lie
r 
M
a
in
ta
in
/I
m
p
ro
v
e
 Q
u
a
li
ty
 o
f 
P
a
ll
e
t 
N
e
w
 S
u
p
p
lie
r 
h
a
s
 p
ro
v
id
e
d
 s
a
m
p
le
 o
f 
N
e
w
 H
ig
h
e
r 
Q
u
a
lit
y
 P
a
lle
t 
–
 c
o
n
fi
rm
 v
a
lid
it
y
 o
f 
s
u
p
p
lie
r 
3
0
th
 M
a
rc
h
 
  
R
e
-U
s
in
g
/R
e
p
a
ir
in
g
 P
a
lle
ts
 h
a
s
 r
a
is
e
d
 c
o
n
c
e
rn
s
 o
v
e
r 
Q
u
a
lit
y
 a
n
d
 t
h
u
s
 S
a
fe
ty
 
 
Id
e
n
ti
fi
e
d
 2
/3
 a
re
a
s
 w
h
e
re
 w
e
 ‘
s
h
e
d
’ 
p
a
lle
ts
 o
u
t 
o
f 
o
u
r 
s
it
e
 a
n
d
 D
o
 N
o
t 
re
c
e
iv
e
 t
h
e
m
 b
a
c
k
 t
h
is
 i
s
 c
o
s
ti
n
g
 
th
e
 b
u
s
in
e
s
s
 a
 s
ig
n
if
ic
a
n
t 
a
m
o
u
n
t 
o
f 
m
o
n
e
y
 a
n
d
 i
s
 b
e
in
g
 t
a
k
e
n
 f
o
rw
a
rd
 a
s
 a
 f
u
tu
re
 a
c
ti
o
n
 f
o
r 
th
e
 t
e
a
m
 
 S
u
m
m
a
ry
 o
f 
o
u
tc
o
m
e
s
 o
f 
P
ro
je
c
t:
 N
A
L
0
0
1
 
 
 
T
h
e
 t
e
a
m
 w
a
s
 f
o
rm
e
d
 f
o
r 
th
is
 p
ro
je
c
t 
a
n
d
 i
n
it
ia
l 
te
a
m
 b
u
ild
in
g
 a
c
ti
v
it
y
 a
n
d
 s
h
a
ri
n
g
 o
f 
k
n
o
w
le
d
g
e
 o
n
 c
u
lt
u
re
 c
h
a
n
g
e
 m
o
d
e
ls
 t
o
o
k
 p
la
c
e
 
 
T
h
e
 p
ro
je
c
t 
to
p
ic
 h
a
s
 b
e
e
n
 d
is
c
u
s
s
e
d
 a
t 
le
n
g
th
 b
y
 t
h
e
 t
e
a
m
  
 
W
o
rk
in
g
 t
o
g
e
th
e
r 
a
s
 a
 t
e
a
m
 h
a
s
 h
ig
h
lig
h
te
d
 o
th
e
r 
a
re
a
s
 f
o
r 
im
p
ro
v
e
m
e
n
t 
th
a
t 
w
o
u
ld
n
’t
 h
a
v
e
 c
o
m
e
 t
o
 l
ig
h
t 
o
th
e
r 
w
a
ys
. 
 
Im
p
ro
v
e
d
 a
w
a
re
n
e
s
s
 o
f 
c
o
s
t 
p
re
s
s
u
re
s
 (
g
iv
e
n
 t
o
d
a
y’
s
 e
c
o
n
o
m
ic
 e
n
v
ir
o
n
m
e
n
t)
 a
n
d
 t
h
a
t 
s
o
m
e
ti
m
e
s
 t
h
e
 f
ir
s
t 
id
e
a
 f
o
r 
c
h
a
n
g
e
 i
s
 n
o
t 
n
e
c
e
s
s
a
ri
ly
 t
h
e
 b
e
s
t 
o
p
ti
o
n
 
 
T
h
e
 t
e
a
m
 h
a
s
 a
n
a
ly
s
e
d
 a
 n
u
m
b
e
r 
o
f 
p
o
te
n
ti
a
l 
s
o
lu
ti
o
n
s
 a
n
d
 i
s
 w
o
rk
in
g
 t
h
o
u
g
h
 t
h
e
 o
n
e
s
 w
h
ic
h
 w
ill
 p
ro
v
id
e
 t
h
e
 b
e
s
t 
re
tu
rn
 o
n
 i
n
v
e
s
tm
e
n
t 
fo
r 
th
e
 
b
u
s
in
e
s
s
. 
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re
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A
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b
 
R
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 (
W
h
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e
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o
s
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h
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ll
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X
X
X
X
 
K
e
y
 P
ro
je
c
t 
D
e
li
v
e
ra
b
le
s
 (
ta
rg
e
t)
 
P
ro
je
c
t 
O
u
tc
o
m
e
s
 
 R
e
d
u
c
e
 t
h
e
 a
m
o
u
n
t 
o
f 
n
e
w
 s
a
m
p
le
 j
a
r 
p
u
rc
h
a
s
e
 
P
la
n
 i
s
 i
n
 p
la
c
e
 t
o
 a
c
h
ie
v
e
 b
o
th
 t
a
rg
e
ts
. 
P
la
n
:  
T
o
 f
it
 a
 n
e
w
 s
in
k
 w
it
h
in
 o
n
e
 o
f 
th
e
 c
u
rr
e
n
t 
Q
A
 l
a
b
 f
u
m
e
 c
u
p
b
o
a
rd
s
 w
it
h
 s
u
it
a
b
le
 t
a
p
s
, 
e
s
ti
m
a
te
d
 
c
o
s
t 
is
 £
5
0
0
 m
a
x
. 
 
P
u
rc
h
a
s
e
 d
is
h
 w
a
s
h
e
r,
 c
u
rr
e
n
tl
y
 i
n
v
e
s
ti
g
a
ti
n
g
 o
p
ti
o
n
s
 a
n
d
 s
u
it
a
b
ili
ty
, 
p
ri
c
e
s
 r
a
n
g
e
 f
o
rm
 £
4
0
0
 t
o
 
£
5
,0
0
0
 
 
B
a
s
e
d
 o
n
 2
0
0
8
 s
a
m
p
le
 j
a
r 
p
u
rc
h
a
s
e
 o
f 
1
0
,0
0
0
 j
a
rs
 a
t 
£
3
,1
0
0
. 
P
o
s
s
ib
le
 c
o
s
t 
s
a
v
in
g
 £
3
,1
0
0
. 
 
A
lt
h
o
u
g
h
 i
n
it
ia
l 
e
x
p
e
n
s
e
 o
n
 e
q
u
ip
m
e
n
t 
w
ill
 e
lim
in
a
te
 s
a
v
in
g
 f
o
r 
fi
rs
t 
y
e
a
r.
 
 
A
p
p
ro
v
a
l 
h
a
s
 b
e
e
n
 g
iv
e
n
 t
o
 r
e
m
o
v
e
 f
ir
s
t 
p
a
c
k
 s
a
m
p
le
 a
s
 a
 r
e
ta
in
e
d
, 
w
h
ic
h
 u
s
in
g
 t
h
e
 c
u
rr
e
n
t 
p
ro
c
e
s
s
 w
o
u
ld
 s
a
v
e
 N
a
lc
o
 £
4
,0
0
0
/y
r.
  
 
T
h
is
 o
p
ti
o
n
 c
a
n
 b
e
 u
s
e
d
 a
t 
o
th
e
r 
N
a
lc
o
 f
a
c
ili
ti
e
s
, 
w
it
h
 m
a
jo
r 
c
o
s
t 
s
a
v
in
g
 t
h
ro
u
g
h
o
u
t 
w
o
rl
d
. 
(c
ir
c
a
 
£
2
0
0
,0
0
0
 s
a
v
in
g
s
) 
R
e
d
u
c
e
 t
h
e
 a
m
o
u
n
t 
o
f 
2
5
0
L
 f
o
r 
w
a
s
te
 d
is
p
o
s
a
l 
c
o
n
ta
in
in
g
 o
ld
 l
a
b
 s
a
m
p
le
s
. 
 
S
o
m
e
 w
a
s
te
 d
is
p
o
s
a
l 
m
a
y
 s
ti
ll 
n
e
e
d
 t
o
 l
e
a
v
e
 s
it
e
, 
b
u
t 
a
t 
a
 m
u
c
h
 l
o
w
e
r 
v
o
lu
m
e
 a
n
d
 i
n
 a
 l
a
rg
e
r 
p
a
c
k
a
g
e
 t
y
p
e
 w
h
ic
h
 w
ill
 r
e
d
u
c
e
 c
o
s
ts
. 
 
C
u
rr
e
n
t 
d
is
p
o
s
a
l 
c
o
s
t,
 a
re
 £
6
0
0
 p
e
r 
d
ru
m
. 
D
is
p
o
s
a
l 
le
v
e
l 
fo
r 
2
0
0
8
 1
7
-1
8
 d
ru
m
s
. 
C
o
s
t 
£
1
0
,2
0
0
 t
o
 
£
1
0
,8
0
0
/y
r.
 (
c
o
n
s
e
rv
a
ti
v
e
 e
s
ti
m
a
te
 g
iv
e
n
 w
e
 n
o
w
 h
a
v
e
 t
o
 s
ta
te
 w
h
a
t 
e
x
a
c
tl
y
 i
s
 i
n
 e
a
c
h
 
c
o
n
ta
in
e
r)
 
 
It
  
is
 e
s
ti
m
a
te
d
 t
h
a
t 
h
a
lf
 t
h
e
 c
u
rr
e
n
t 
s
a
m
p
le
s
 w
it
h
 i
n
 Q
A
 l
a
b
 s
to
re
 n
e
e
d
 d
is
p
o
s
in
g
 o
f 
a
t 
a
 c
o
s
t 
£
1
9
,4
4
0
 a
n
d
 t
h
e
 d
is
p
o
s
a
l 
c
o
m
p
o
u
n
d
 c
o
n
ta
in
s
 a
t 
le
a
s
t 
3
0
 2
5
0
L
 d
ru
m
 r
e
a
d
y
 t
o
 b
e
 t
a
k
e
n
 a
w
a
y
 a
t 
a
 c
o
s
t 
o
f 
£
1
8
,0
0
0
 
 
C
o
s
t 
s
a
v
in
g
 £
3
,1
0
0
 +
 £
1
0
,2
0
0
 =
  
£
1
3
,3
0
8
/y
r 
e
s
ti
m
a
te
d
. 
 
C
o
s
t 
s
a
v
in
g
 t
o
 r
e
m
o
v
e
 b
a
c
k
lo
g
 £
3
7
,4
4
8
. 
 
T
o
ta
l 
s
a
v
in
g
 £
5
0
,7
5
6
 f
o
r 
W
e
a
v
e
rg
a
te
 p
la
n
t.
 e
s
ti
m
a
te
d
 
 
T
h
is
 p
ro
c
e
s
s
 c
o
u
ld
 b
e
 u
s
e
d
 i
n
 a
ll 
N
a
lc
o
 p
la
n
ts
, 
e
s
ti
m
a
te
d
 s
a
v
in
g
 f
o
r 
E
u
ro
p
e
 £
1
0
0
,0
0
0
/y
r.
 
(G
lo
b
a
lly
 t
h
is
 f
ig
u
re
 w
o
u
ld
 b
e
 m
u
c
h
 h
ig
h
e
r)
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 
T
h
e
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e
a
m
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a
s
 f
o
rm
e
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o
r 
th
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je
c
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a
n
d
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n
it
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l 
te
a
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 b
u
ild
in
g
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c
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v
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y
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n
d
 s
h
a
ri
n
g
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f 
k
n
o
w
le
d
g
e
 o
n
 c
u
lt
u
re
 c
h
a
n
g
e
 m
o
d
e
ls
 t
o
o
k
 p
la
c
e
 
 
T
h
e
 t
e
a
m
 h
a
s
 w
o
rk
e
d
 t
o
g
e
th
e
r 
to
 u
n
d
e
rs
ta
n
d
 t
h
e
 i
s
s
u
e
s
 o
f 
th
e
 p
ro
je
c
t 
a
n
d
 i
d
e
n
ti
fy
 i
m
p
ro
v
e
m
e
n
ts
 
 
Im
p
ro
v
e
m
e
n
ts
 i
d
e
n
ti
fi
e
d
 h
a
v
e
 b
e
e
n
 c
o
n
s
id
e
re
d
 u
s
in
g
 c
o
s
t/
b
e
n
e
fi
t 
a
n
a
ly
s
is
 s
o
 t
h
a
t 
in
fo
rm
e
d
 b
u
s
in
e
s
s
 d
e
c
is
io
n
s
 t
o
o
k
 p
la
c
e
 
 
T
h
e
re
 i
s
 s
ig
n
if
ic
a
n
t 
s
c
o
p
e
 t
o
 r
o
ll 
o
u
t 
th
e
 a
c
h
ie
v
e
m
e
n
ts
 o
f 
th
is
 p
ro
je
c
t 
a
c
ro
s
s
 t
h
e
 N
a
lc
o
 G
ro
u
p
 
 
O
n
 a
 p
e
rs
o
n
a
l 
le
v
e
l 
th
e
 P
ro
je
c
t 
C
h
a
m
p
io
n
 h
a
s
 d
e
v
e
lo
p
e
d
 i
n
 a
 n
u
m
b
e
r 
o
f 
w
a
y
s
 i
n
c
lu
d
in
g
: 
im
p
ro
v
e
d
 p
re
s
e
n
ta
ti
o
n
 a
n
d
 c
o
m
m
u
n
ic
a
ti
o
n
 s
k
ill
s
; 
th
e
 
im
p
o
rt
a
n
c
e
 o
f 
in
v
o
lv
in
g
 o
th
e
rs
 i
n
 p
ro
je
c
ts
 a
n
d
 k
e
e
p
in
g
 t
h
e
m
 m
o
ti
v
a
te
d
; 
im
p
ro
v
e
d
 k
n
o
w
le
d
g
e
 o
f 
p
ro
je
c
t 
m
a
n
a
g
e
m
e
n
t,
 f
ro
m
 c
h
a
n
g
e
 c
y
c
le
, 
id
e
n
ti
fy
in
g
 
s
ta
k
e
 h
o
ld
e
rs
, 
p
ro
je
c
t 
lif
e
 c
y
c
le
, 
te
a
m
 s
e
le
c
ti
o
n
s
; 
to
 m
a
n
a
g
in
g
 i
n
d
iv
id
u
a
l 
p
e
rc
e
p
ti
o
n
s
. 
 
T
h
e
 s
k
ill
s
 a
n
d
 e
x
p
e
ri
e
n
c
e
s
 d
e
v
e
lo
p
e
d
 t
h
ro
u
g
h
 t
h
is
 p
ro
je
c
t 
c
a
n
 b
e
 t
ra
n
s
fe
rr
e
d
 t
o
 o
th
e
r 
p
ro
je
c
ts
 a
t 
N
a
lc
o
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p
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c
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s
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h
e
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it
e
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n
d
 d
e
v
e
lo
p
 m
o
d
if
ic
a
ti
o
n
 
ti
m
e
ta
b
le
 
A
c
ti
o
n
 c
o
m
p
le
te
 –
 s
e
e
 t
a
b
le
 b
e
lo
w
 
M
a
n
a
g
e
 t
h
e
 r
o
ll
 o
u
t 
o
f 
th
e
 i
m
p
le
m
e
n
ta
ti
o
n
s
  
T
a
s
k
s
 1
-3
 a
re
 f
u
lly
 c
o
m
p
le
te
d
 
 
T
a
s
k
 9
. 
Is
 c
o
m
p
le
te
d
 a
n
d
 i
s
 c
u
rr
e
n
tl
y
 i
n
 u
s
e
 t
o
 g
e
n
e
ra
te
 i
n
fo
rm
a
ti
o
n
 a
s
 t
o
 w
h
ic
h
 o
ff
ic
e
s
 a
re
 n
o
t 
c
o
m
p
ly
in
g
 w
it
h
 t
h
e
 r
e
q
u
e
s
t 
to
 t
u
rn
 o
ff
 l
ig
h
ti
n
g
 w
h
e
n
 t
h
e
 l
a
s
t 
p
e
rs
o
n
 l
e
a
v
e
s
 t
h
e
 o
ff
ic
e
. 
T
h
is
 d
a
ta
 w
ill
 
b
e
 u
s
e
d
 t
o
 n
a
m
e
 t
h
e
 w
o
rs
t 
o
ff
e
n
d
in
g
 o
ff
ic
e
s
 a
n
d
 b
ri
n
g
 p
e
e
r 
p
re
s
s
u
re
 o
n
 t
o
 t
h
e
 o
ff
ic
e
 l
e
a
d
e
rs
. 
T
h
is
 
p
ro
c
e
s
s
 w
ill
 e
n
s
u
re
 t
h
e
 n
e
w
 p
ro
c
e
s
s
e
s
 a
re
 b
e
in
g
 a
d
h
e
re
d
 t
o
  
  
T
a
s
k
 1
0
. 
Is
 c
o
m
p
le
te
d
 a
n
d
  
a
 p
o
s
te
r 
a
re
 b
e
in
g
 d
is
p
la
y
e
d
 i
n
 p
ro
m
in
e
n
t 
p
o
s
it
io
n
s
 t
h
ro
u
g
h
o
u
t 
th
e
 s
it
e
 
to
 r
a
is
e
 a
w
a
re
n
e
s
s
 
  
T
a
s
k
s
 4
-8
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ill
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e
 c
o
m
p
le
te
d
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y
 e
n
d
 A
p
ri
l 
0
9
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T
h
e
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e
a
m
 w
a
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 f
o
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o
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 p
ro
je
c
t 
a
n
d
 i
n
it
ia
l 
te
a
m
 b
u
ild
in
g
 a
c
ti
v
it
y
 a
n
d
 s
h
a
ri
n
g
 o
f 
k
n
o
w
le
d
g
e
 o
n
 c
u
lt
u
re
 c
h
a
n
g
e
 m
o
d
e
ls
 t
o
o
k
 p
la
c
e
 
 
A
w
a
re
n
e
s
s
 o
f 
th
e
 w
a
s
ta
g
e
s
 a
s
s
o
c
ia
te
d
 t
o
 l
ig
h
ti
n
g
 i
s
 n
o
w
 m
u
c
h
 c
le
a
r 
a
m
o
n
g
s
t 
th
e
 t
e
a
m
 w
h
o
 h
a
v
e
 r
a
is
e
d
 s
e
v
e
ra
l 
id
e
a
s
 t
o
 i
m
p
ro
v
e
 t
h
e
 c
u
rr
e
n
t 
s
it
u
a
ti
o
n
 
 
T
h
e
 i
m
p
le
m
e
n
ta
ti
o
n
 p
la
n
 i
s
 n
o
w
 f
u
lly
 u
n
d
e
rw
a
y
 a
n
d
 s
a
v
in
g
s
 w
ill
 b
e
 r
e
a
lis
e
d
 q
u
ic
k
ly
 
 
A
lt
h
o
u
g
h
 t
h
e
re
 a
re
 u
p
 f
ro
n
t 
c
o
s
ts
 a
s
s
o
c
ia
te
d
 t
o
 t
h
is
 p
ro
je
c
t 
th
e
 r
e
tu
rn
 o
n
 i
n
v
e
s
tm
e
n
t 
w
ill
 b
e
 r
e
a
lis
e
d
 w
it
h
in
 1
.5
 y
e
a
rs
. 
O
n
g
o
in
g
 s
a
v
in
g
s
 w
ill
 t
h
e
n
 b
e
 
c
a
p
it
a
lis
e
d
. 
 
A
 c
o
n
s
e
rv
a
ti
v
e
 e
s
ti
m
a
te
 o
f 
s
a
v
in
g
s
 o
f 
£
1
6
K
 w
ill
 b
e
 r
e
a
lis
e
d
 f
ro
m
 t
h
is
 i
n
it
ia
l 
p
h
a
s
e
 o
f 
th
e
 l
ig
h
ti
n
g
 c
o
n
tr
o
l 
p
ro
je
c
t.
 T
h
is
 p
ro
je
c
t 
w
ill
 b
e
 e
x
te
n
d
e
d
 o
n
c
e
 t
h
e
 
in
it
ia
l 
p
h
a
s
e
 i
s
 c
o
m
p
le
te
. 
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R
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h
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C
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S
a
v
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D
e
a
d
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n
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(b
y
 w
h
e
n
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1 
M
o
d
if
y
 l
ig
h
ti
n
g
 t
o
 f
lu
o
re
s
c
e
n
t 
ty
p
e
s
 a
n
d
 f
it
 m
o
ti
o
n
 d
e
te
c
ti
o
n
 t
o
 c
o
n
tr
o
l 
u
s
e
 
W
a
re
h
o
u
s
e
  
  
£
2
5
,0
0
0
.0
0
 
£
1
2
,0
0
0
.0
0
 
3
1
/0
5
/2
0
0
9
 
2
 
F
it
 t
im
e
r 
c
o
n
tr
o
l 
to
 d
a
y
lig
h
t 
c
o
n
tr
o
l 
a
n
d
 a
p
p
ly
 p
ro
g
ra
m
 M
o
n
d
a
y
-F
ri
d
a
y
 o
n
 
0
6
.0
0
 t
o
 1
8
.0
0
 i
f 
d
a
y
lig
h
t 
c
o
n
tr
o
l 
O
K
 S
a
tu
rd
a
y
 /
 S
u
n
d
a
y
 n
o
 l
ig
h
ts
 
B
a
c
k
 
R
o
a
d
w
a
y
 
F
lo
o
d
 L
ig
h
ts
 
  
£
6
0
.0
0
 
£
6
7
9
.0
0
 
2
0
/0
3
/2
0
0
9
 
3
 
F
it
 t
im
e
r 
c
o
n
tr
o
l 
to
 d
a
y
lig
h
t 
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e
ff
e
c
ti
v
e
  
M
o
n
it
o
ri
n
g
 m
e
c
h
a
n
is
m
s
 w
ill
 b
e
 e
s
ta
b
lis
h
e
d
 o
n
c
e
 t
h
e
 i
m
p
le
m
e
n
ta
ti
o
n
 p
h
a
s
e
 i
s
 c
o
m
p
le
te
 
 S
u
m
m
a
ry
 o
f 
o
u
tc
o
m
e
s
 o
f 
P
ro
je
c
t:
 N
A
L
0
0
1
 
 
 
T
h
e
 p
ro
je
c
t 
te
a
m
 h
a
s
 b
e
e
n
 e
s
ta
b
lis
h
e
d
 a
n
d
 t
h
e
 5
S
 t
ra
in
in
g
 c
o
m
p
le
te
 
 
T
h
e
 t
ra
in
in
g
 h
a
s
 r
a
is
e
d
 a
w
a
re
n
e
s
s
 o
f 
5
S
 p
ri
n
c
ip
le
s
 a
n
d
 t
o
o
ls
 a
n
d
 t
e
c
h
n
iq
u
e
s
 l
e
a
rn
e
d
 t
h
a
t 
w
ill
 s
u
p
p
o
rt
 t
h
e
 i
m
p
le
m
e
n
ta
ti
o
n
 t
e
a
m
 
 
R
e
a
lis
ti
c
 p
ro
je
c
ts
 h
a
v
e
 b
e
e
n
 i
d
e
n
ti
fi
e
d
 a
n
d
 o
n
g
o
in
g
 i
m
p
le
m
e
n
ta
ti
o
n
s
 p
la
n
n
e
d
 u
n
ti
l 
th
e
 e
n
d
 o
f 
A
p
ri
l 
2
0
0
9
 
 
S
ta
ff
 a
c
ro
s
s
 t
h
e
 s
it
e
 a
re
 m
u
c
h
 m
o
re
 a
w
a
re
 o
f 
h
o
u
s
e
k
e
e
p
in
g
 p
ra
c
ti
c
e
s
 a
n
d
 d
o
c
u
m
e
n
ta
ti
o
n
 o
f 
im
p
ro
v
e
m
e
n
ts
 a
re
 b
e
in
g
 p
re
s
e
n
te
d
 a
t 
m
e
e
ti
n
g
s
 a
n
d
 o
n
 
n
o
ti
c
e
 b
o
a
rd
s
 
 
A
n
y
 f
in
a
n
c
ia
l 
o
r 
s
a
fe
ty
 i
m
p
ro
v
e
m
e
n
ts
 r
e
s
u
lt
in
g
 f
ro
m
 5
S
 a
c
ti
v
it
y
 w
ill
 b
e
 c
a
p
tu
re
d
 b
y
 t
h
e
 i
m
p
le
m
e
n
ta
ti
o
n
 t
e
a
m
 a
n
d
 p
re
s
e
n
te
d
 t
o
 a
ll 
s
ta
ff
 a
c
ro
s
s
 s
it
e
 a
t 
th
e
 e
n
d
 o
f 
p
h
a
s
e
 o
n
e
 o
f 
p
ro
je
c
t 
 
T
h
e
 r
o
ll 
o
u
t 
o
f 
5
S
 a
c
ro
s
s
 s
it
e
 w
ill
 b
e
 d
e
v
e
lo
p
e
d
 b
y
 t
h
e
 p
ro
je
c
t 
te
a
m
 b
y
 t
h
e
 e
n
d
 A
p
ri
l 
0
9
. 
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p
p
en
d
ix
 N
 
 
 
 
 
 
 
 
1
3
 
A
d
d
it
io
n
a
l 
D
e
li
v
e
ra
b
le
s
 (
in
c
lu
d
in
g
 s
o
ft
 b
e
n
e
fi
ts
) 
  
 
A
c
ro
s
s
 t
h
e
 N
a
lc
o
 s
it
e
 t
h
e
 C
C
I 
p
ro
je
c
t 
h
a
s
 b
e
e
n
 f
u
lly
 e
m
b
ra
c
e
d
 
 
T
h
e
 i
n
it
ia
l 
C
h
a
lle
n
g
e
 e
v
e
n
t 
ra
is
e
d
 a
w
a
re
n
e
s
s
 o
f 
th
e
 c
u
lt
u
re
 c
h
a
n
g
e
 i
n
it
ia
ti
v
e
 a
n
d
 t
h
e
 m
a
n
a
g
e
m
e
n
t 
te
a
m
 a
re
 f
u
lly
 s
u
p
p
o
rt
iv
e
 o
f 
th
e
 p
ro
g
ra
m
m
e
 
 
W
h
e
n
 t
h
e
 i
n
it
ia
l 
p
ro
je
c
ts
 w
e
re
 a
d
v
e
rt
is
e
d
 9
0
%
 o
f 
s
ta
ff
 v
o
lu
n
te
e
re
d
 t
o
 b
e
 i
n
v
o
lv
e
d
 i
n
 t
h
e
 t
e
a
m
s
 a
n
d
 a
ll 
w
e
re
 a
llo
c
a
te
d
 p
ro
je
c
ts
 b
a
s
e
d
 o
n
 t
h
e
ir
 
k
n
o
w
le
d
g
e
 e
x
p
e
rt
is
e
 o
r 
th
e
 r
e
s
u
lt
s
 o
f 
th
e
ir
 B
E
L
B
IN
 p
ro
fi
le
s
 t
o
 e
n
s
u
re
 f
u
lly
 r
o
u
n
d
e
d
 t
e
a
m
s
 w
e
re
 c
re
a
te
d
 
 
A
ll 
p
ro
je
c
t 
c
h
a
m
p
io
n
s
 h
a
v
e
 s
p
e
n
t 
ti
m
e
 h
e
lp
in
g
 t
h
e
 t
e
a
m
s
 t
o
 u
n
d
e
rs
ta
n
d
 t
h
e
 p
ri
n
c
ip
le
s
 o
f 
c
u
lt
u
re
 c
h
a
n
g
e
 a
n
d
 h
a
v
e
 u
ti
lis
e
d
 t
h
e
 m
a
te
ri
a
l 
fr
o
m
 t
h
e
 c
o
u
rs
e
 
th
e
y
 a
tt
e
n
d
e
d
. 
 
R
e
a
lis
ti
c
 p
la
n
s
 f
o
r 
e
a
c
h
 p
ro
je
c
t 
h
a
v
e
 b
e
e
n
 d
e
v
e
lo
p
e
d
 a
n
d
 i
m
p
le
m
e
n
te
d
 w
it
h
 s
ig
n
if
ic
a
n
t 
b
e
n
e
fi
ts
 b
e
in
g
 r
e
a
lis
e
d
 
 
  F
in
a
l 
C
u
lt
u
ra
l 
A
s
s
e
s
s
m
e
n
t 
(S
u
rv
e
y
) 
 D
a
te
 o
f 
s
u
rv
e
y
 
3
0
/3
/0
9
 
S
a
m
p
le
 s
iz
e
 
7
6
%
 
S
u
rv
e
y
 R
e
p
o
rt
 
S
e
e
 A
p
p
e
n
d
ix
 9
 
    F
in
a
l 
T
h
o
u
g
h
ts
 
 T
h
e
 C
C
I 
P
ro
g
ra
m
m
e
 h
a
s
 h
e
lp
e
d
 u
s
 t
o
 a
c
h
ie
v
e
 s
u
s
ta
in
a
b
le
 p
ro
g
re
s
s
 f
ro
m
 t
ig
h
tl
y
-c
o
a
c
h
e
d
 i
m
p
ro
v
e
m
e
n
t 
p
ro
je
c
ts
. 
 
C
h
a
n
g
e
d
 o
u
r 
a
p
p
ro
a
c
h
 t
o
 p
ro
je
c
t 
m
a
n
a
g
e
m
e
n
t 
a
n
d
 b
u
ild
in
g
 e
ff
e
c
ti
v
e
 p
ro
je
c
t 
te
a
m
s
. 
 
D
e
v
e
lo
p
e
d
 a
 n
e
w
 s
e
t 
o
f 
p
o
te
n
ti
a
l 
le
a
d
e
rs
. 
 
E
n
g
a
g
e
d
 s
e
n
io
r 
m
a
n
a
g
e
m
e
n
t 
in
te
re
s
t 
in
 e
m
p
lo
y
e
e
-d
ri
v
e
n
 p
ro
g
ra
m
m
e
s
. 
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p
p
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d
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     C
o
m
p
a
n
y
 S
ig
n
-o
ff
 :
 X
X
X
X
 
 C
lie
n
t 
N
a
m
e
: 
 
  
P
o
s
it
io
n
 
S
ig
n
a
tu
re
 
D
a
te
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APPENDIX O: 
 
 
CCI POST COMPLETION SURVEY SUMMARY 
 
 A
p
p
en
d
ix
 O
 
 
 
 
 
 
 
 
2
 
 
 
C
ul
tu
re
 C
ha
ng
e 
In
iti
at
iv
e 
Po
st
-C
om
pl
et
io
n 
Su
rv
ey
 –
 C
om
m
en
t S
um
m
ar
ie
s 
 
T
h
e 
fo
ll
o
w
in
g
 t
ab
le
s 
p
ro
v
id
e 
g
li
m
p
se
s 
in
to
 t
h
e 
v
ie
w
s 
an
d
 o
p
in
io
n
s 
o
f 
th
o
se
 o
rg
an
is
at
io
n
s 
w
h
o
 p
ar
ti
ci
p
at
ed
 i
n
 C
C
I.
 B
o
th
 n
eg
at
iv
e 
an
d
 p
o
si
ti
v
e 
co
m
m
en
ts
 a
re
 i
n
cl
u
d
ed
 t
o
 e
n
su
re
 t
h
at
 n
o
 b
ia
s 
h
as
 o
cc
u
rr
ed
 i
n
 r
eg
ar
d
s 
to
 e
ff
ec
ti
v
en
es
s 
o
f 
th
e 
in
it
ia
ti
v
e.
 T
h
e 
an
sw
er
s 
g
iv
en
 c
o
rr
es
p
o
n
d
 t
o
 a
 
st
an
d
ar
d
is
ed
 s
et
 o
f 
q
u
es
ti
o
n
s 
(s
ee
 b
el
o
w
),
 w
it
h
 c
o
rr
es
p
o
n
d
in
g
 a
n
sw
er
s 
in
d
ic
at
ed
. 
 T
h
e 
su
rv
e
y
‟s
 q
u
es
ti
o
n
s 
w
er
e:
 
 
1
. 
W
h
at
 i
s 
y
o
u
r 
o
v
er
al
l 
o
p
in
io
n
 o
f 
th
e 
C
u
lt
u
re
 C
h
an
g
e 
In
it
ia
ti
v
e?
 W
h
at
 a
sp
ec
ts
 o
f 
th
e 
p
ro
g
ra
m
m
e 
w
o
u
ld
 y
o
u
 a
lt
er
?
  
2
. 
T
h
e 
tr
ai
n
in
g
 c
o
u
rs
es
  
a)
 
W
h
at
 b
en
ef
it
s 
d
id
 y
o
u
r 
o
rg
an
is
at
io
n
 o
r 
st
af
f 
g
et
 f
ro
m
 t
h
e 
se
n
io
r 
m
an
ag
em
en
t 
tr
ai
n
in
g
?
 H
o
w
 d
o
 y
o
u
 t
h
in
k
 i
t 
co
u
ld
 b
e 
im
p
ro
v
ed
? 
b
) 
W
h
at
 b
en
ef
it
s 
d
id
 y
o
u
r 
o
rg
an
is
at
io
n
 o
r 
st
af
f 
g
et
 f
ro
m
 t
h
e 
ch
am
p
io
n
 c
o
ac
h
in
g
?
 H
o
w
 d
o
 y
o
u
 t
h
in
k
 i
t 
co
u
ld
 b
e 
im
p
ro
v
ed
?
  
c)
 
W
h
at
 
b
en
ef
it
s 
d
id
 
y
o
u
r 
o
rg
an
is
at
io
n
 
o
r 
st
af
f 
g
et
 
fr
o
m
 
th
e 
in
-c
o
m
p
an
y
 
w
o
rk
fo
rc
e 
tr
ai
n
in
g
?
 
H
o
w
 
d
o
 
y
o
u
 
th
in
k
 
it
 
co
u
ld
 
b
e 
im
p
ro
v
ed
? 
3
. 
D
id
 y
o
u
 f
in
d
 t
h
e 
o
n
e 
to
 o
n
e 
co
ac
h
in
g
 f
o
r 
y
o
u
r 
st
af
f 
to
 b
e 
b
en
ef
ic
ia
l?
 W
o
u
ld
 y
o
u
 l
ik
e 
m
o
re
 o
r 
le
ss
, 
an
y
 o
th
er
 a
re
as
 f
o
r 
su
p
p
o
rt
 y
o
u
 f
el
t 
w
er
en
‟t
 p
ro
v
id
ed
? 
 
4
. 
P
le
as
e 
in
d
ic
at
e,
 b
y
 c
ir
cl
in
g
 a
n
 a
m
o
u
n
t,
 h
o
w
 m
u
ch
 d
o
 y
o
u
 t
h
in
k
 y
o
u
 w
o
u
ld
 b
e 
w
il
li
n
g
 t
o
 p
a
y
 f
o
r 
th
is
 t
y
p
e 
o
f 
se
rv
ic
e?
 
5
. 
D
o
 y
o
u
 f
ee
l 
y
o
u
r 
cu
lt
u
re
 h
as
 b
ee
n
 i
m
p
ro
v
ed
 a
t 
al
l 
le
v
el
s 
in
 y
o
u
r 
o
rg
an
is
at
io
n
?
 H
av
e 
an
y
 l
ev
el
s 
n
o
t 
se
en
 t
h
e 
im
p
ro
v
em
en
t 
y
o
u
 w
o
u
ld
 h
av
e 
li
k
ed
?
 W
h
y
 d
o
 y
o
u
 t
h
in
k
 t
h
is
 w
as
?
 
6
. 
W
o
u
ld
 y
o
u
 r
ec
o
m
m
en
d
 t
h
is
 p
ro
g
ra
m
m
e 
to
 o
th
er
 o
rg
an
is
at
io
n
s?
 
7
. 
D
o
 y
o
u
 f
ee
l 
y
o
u
 w
il
l 
b
e 
ab
le
 t
o
 s
u
st
ai
n
 t
h
e 
im
p
ro
v
em
en
ts
 m
ad
e 
as
 p
ar
t 
o
f 
th
is
 p
ro
g
ra
m
m
e?
 
8
. 
P
le
as
e 
ra
te
 y
o
u
r 
o
v
er
al
l 
sa
ti
sf
ac
ti
o
n
 o
f 
th
e 
C
C
I 
p
ro
je
ct
 (
1
 –
 u
n
sa
ti
sf
ie
d
; 
5
 –
 v
er
y
 s
at
is
fi
ed
).
 
 
 
 A
p
p
en
d
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Q
ue
st
io
n 
Pa
rt
ic
ip
an
t 
N
eg
at
iv
e 
C
om
m
en
ts
 
Po
sit
iv
e 
C
om
m
en
ts
 
1
 
A
 
 
M
o
re
 r
ea
li
st
ic
 t
im
e
sc
al
e 
fo
r 
p
la
n
n
in
g
 a
n
d
 l
a
u
n
c
h
 
w
o
u
ld
 b
e 
w
el
co
m
ed
. 
 
H
ap
p
y
 w
it
h
 C
C
I.
 
1
 
A
 
 
N
ee
d
ed
 b
et
te
r 
p
la
n
n
in
g
 t
o
 e
n
g
ag
e 
se
n
io
r 
m
an
a
g
e
m
e
n
t 
–
 b
et
te
r 
su
p
p
o
rt
. 
 
M
o
st
 o
f 
th
e 
p
ro
je
ct
s 
h
av
e 
p
er
fo
rm
ed
 w
el
l 
(t
w
o
 o
u
t 
o
f 
th
re
e)
. 
2
 
A
 
 
O
v
er
al
l 
b
en
e
fi
ts
 o
f 
th
e 
co
u
rs
e 
w
er
e 
p
o
si
ti
v
e
 
 
C
h
a
m
p
io
n
 c
o
ac
h
in
g
 h
ad
 n
u
m
e
ro
u
s 
b
en
ef
it
s 
–
 p
er
so
n
al
 
at
ti
tu
d
es
 t
o
w
ar
d
s 
th
e 
b
u
si
n
e
ss
 a
n
d
 i
m
p
ro
v
e
m
en
ts
 t
o
 
co
m
m
u
n
ic
at
io
n
 s
y
st
e
m
s 
w
it
h
in
 o
rg
an
is
at
io
n
. 
2
 
A
 
 
T
h
e 
co
u
rs
e 
n
ee
d
s 
to
 b
e 
m
o
re
 e
n
g
a
g
in
g
. 
 
In
-c
o
m
p
a
n
y
 w
o
rk
fo
rc
e 
tr
ai
n
in
g
 w
as
 g
o
o
d
 b
u
t 
o
ff
er
ed
 
a
w
ar
e
n
es
s 
o
f 
su
b
je
ct
 o
n
ly
. 
2
 
A
 
 
M
o
re
 i
n
-c
o
m
p
a
n
y
 w
o
rk
fo
rc
e 
tr
ai
n
in
g
 c
o
u
ld
 h
av
e 
ta
k
en
 p
la
ce
. 
 
3
 
A
 
 
C
an
‟t
 c
re
at
e 
a 
g
lo
b
al
 t
em
p
la
te
 d
u
e 
to
 p
er
so
n
-s
p
ec
if
ic
 
ap
p
ro
ac
h
. 
 
O
n
e
-t
o
-o
n
e 
co
ac
h
in
g
 w
as
 w
o
rt
h
w
h
il
e 
an
d
 “
o
v
er
al
l 
w
as
 
d
el
iv
er
ed
 t
o
 t
h
e 
ri
g
h
t 
am
o
u
n
t.
” 
3
 
A
 
 
 
C
o
ac
h
in
g
 w
a
s 
v
er
y
 p
er
so
n
-s
p
e
ci
fi
c.
 
4
 
A
 
 
W
il
li
n
g
 t
o
 p
ay
 l
e
ss
 t
h
a
n
 £
1
0
k
 f
o
r 
co
u
rs
e.
 
 
5
 
A
 
 
 
T
h
e 
co
u
rs
e 
p
ro
v
id
ed
 c
u
lt
u
re
 i
m
p
ro
v
e
m
e
n
t 
ac
ro
ss
 
o
rg
an
is
at
io
n
 b
u
t 
to
 d
if
fe
re
n
t 
d
eg
re
es
 a
cc
o
rd
in
g
 t
o
 b
u
si
n
e
ss
 
le
v
el
s.
 
6
 
A
 
 
T
h
er
e 
w
a
s 
a 
la
ck
 o
f 
se
n
io
r 
m
a
n
ag
e
m
e
n
t 
en
g
a
g
e
m
en
t.
 
 
W
o
u
ld
 r
ec
o
m
m
en
d
 t
h
e 
p
ro
g
ra
m
m
e 
to
 o
th
er
 o
rg
an
is
at
io
n
s 
b
u
t 
w
it
h
 r
ea
li
st
ic
 p
re
p
ar
at
io
n
 a
n
d
 s
ig
n
if
ic
a
n
t 
p
re
-p
la
n
n
in
g
. 
7
 
A
 
 
T
h
er
e 
w
a
s 
sc
ep
ti
ci
sm
 r
e
g
ar
d
in
g
 b
en
e
fi
ts
 a
n
d
 u
se
 o
f 
co
u
rs
e.
 
 
8
 
A
 
 
 
O
v
er
al
l,
 s
at
is
fi
ed
 w
it
h
 t
h
e 
p
ro
g
ra
m
m
e.
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  1
 
B
 
 
 
G
o
o
d
 i
n
te
ra
ct
io
n
 a
n
d
 p
ar
ti
ci
p
at
io
n
 b
et
w
ee
n
 d
ep
ar
tm
e
n
ts
. 
1
 
B
 
 
 
Im
p
ro
v
ed
 f
o
rw
ar
d
 t
h
in
k
in
g
. 
2
 
B
 
 
 
G
ai
n
ed
 u
n
d
er
st
an
d
in
g
 o
f 
fu
ll
 s
co
p
e 
o
f 
in
it
ia
ti
v
e 
an
d
 c
h
a
n
ce
 t
o
 p
la
n
 
an
d
 u
n
d
er
st
an
d
 t
h
e 
u
n
d
er
ta
k
in
g
 o
f 
ch
a
m
p
io
n
. 
2
 
B
 
 
 
G
av
e 
a 
st
ru
ct
u
re
d
 w
a
y
 o
f 
ta
ck
li
n
g
 n
e
w
 p
ro
je
ct
s.
 
2
 
B
 
 
 
Im
p
ro
v
ed
 p
er
fo
rm
a
n
ce
 a
n
d
 p
ro
d
u
ct
iv
it
y
. 
2
 
B
 
 
 
A
 l
o
t 
o
f 
p
eo
p
le
 w
er
e 
in
v
o
lv
ed
 a
n
d
 f
el
t 
p
ar
t 
o
f 
a 
te
a
m
. 
3
 
B
 
 
W
e 
w
o
u
ld
 b
e 
lo
o
k
in
g
 f
o
r 
su
p
p
o
rt
 o
n
 p
ar
ti
cu
la
r 
p
ro
je
ct
s 
o
n
 
im
p
ro
v
in
g
 p
ro
d
u
ct
io
n
. 
 
Y
es
, 
o
n
e 
to
 o
n
e 
co
ac
h
in
g
 w
a
s 
g
o
o
d
. 
4
 
B
 
 
W
o
u
ld
 p
ay
 l
es
s 
th
a
n
 £
1
0
k
 f
o
r 
co
u
rs
e.
 
 
5
 
B
 
 
 
L
e
v
el
s 
o
f 
im
p
ro
v
e
m
en
t 
sh
o
w
 u
p
 b
es
t 
in
 t
h
e 
p
ro
d
u
ct
io
n
 d
ep
ar
tm
en
t.
 
5
 
B
 
 
 
Id
en
ti
fi
ed
 a
 p
o
si
ti
o
n
 f
o
r 
a 
P
ro
d
u
ct
io
n
 P
la
n
n
er
 d
u
e 
to
 C
C
I.
 
6
 
B
 
 
 
W
o
u
ld
 r
ec
o
m
m
en
d
 t
h
e 
co
u
rs
e 
“w
it
h
 p
le
as
u
re
”.
 
8
 
B
 
 
 
O
v
er
al
l 
sa
ti
sf
ac
ti
o
n
: 
“d
el
ig
h
te
d
”.
 
1
 
C
 
 
K
ee
p
in
g
 i
n
 t
o
u
c
h
 w
it
h
 o
th
er
 f
ir
m
s,
 a
ft
er
 t
h
e 
co
u
rs
e 
e
n
d
ed
, 
w
o
u
ld
 h
a
v
e 
b
ee
n
 u
se
fu
l 
 
V
er
y
 p
ro
fe
ss
io
n
al
 a
n
d
 b
al
an
ce
d
 c
o
u
rs
e.
 
1
 
C
 
 
 
S
ti
m
u
la
te
d
 n
e
w
 i
d
ea
s 
w
it
h
in
 t
h
e 
o
rg
an
is
at
io
n
. 
1
 
C
 
 
 
E
n
co
u
ra
g
ed
 m
an
a
g
e
m
en
t 
te
a
m
 i
n
to
 i
m
p
le
m
en
ti
n
g
 c
h
an
g
es
 i
n
 a
 
p
o
si
ti
v
e 
w
a
y
. 
1
 
C
 
 
 
H
el
p
fu
l 
in
 p
la
n
n
in
g
 f
o
r 
th
e 
fu
tu
re
 d
ev
el
o
p
m
e
n
t 
in
 t
h
e 
co
m
p
a
n
y
. 
2
 
C
 
 
In
st
ea
d
 o
f 
h
a
v
in
g
 o
n
e 
te
a
m
-b
u
il
d
in
g
 s
es
si
o
n
s 
w
it
h
 a
ll
 t
h
e 
st
a
ff
, 
it
 w
o
u
ld
 h
a
v
e 
b
ee
n
 b
en
e
fi
ci
al
 t
o
 h
av
e 
a 
fo
ll
o
w
-u
p
 s
es
si
o
n
 a
t 
th
e 
en
d
 w
it
h
 t
h
e 
en
ti
re
 c
o
u
rs
e
 
 
T
h
e 
tr
ai
n
in
g
 p
ro
m
p
te
d
 o
p
p
o
rt
u
n
it
ie
s 
to
 w
o
rk
 w
it
h
 t
ea
m
s 
w
it
h
in
 t
h
e 
o
rg
an
is
at
io
n
. 
2
 
C
 
 
M
o
re
 t
h
an
 o
n
e 
ev
e
n
t 
w
o
u
ld
 h
a
v
e 
b
ee
n
 u
se
fu
l 
 
C
h
a
m
p
io
n
s 
h
ad
 c
o
n
fi
d
en
ce
 t
o
 c
ar
ry
 o
u
t 
c
h
a
n
g
e
s 
an
d
 i
n
tr
o
d
u
ce
 n
e
w
 
w
o
rk
 p
ra
ct
ic
es
 i
n
to
 o
rg
an
is
at
io
n
. 
2
 
C
 
 
 
H
av
in
g
 c
o
ac
h
in
g
 s
e
ss
io
n
s 
at
 w
o
rk
 g
av
e 
g
re
at
er
 f
le
x
ib
il
it
y
. 
2
 
C
 
 
 
A
ll
 t
h
e 
st
af
f 
b
en
e
fi
te
d
 f
ro
m
 t
h
e 
co
ac
h
es
‟ 
te
am
-b
u
il
d
in
g
 s
es
si
o
n
 o
n
-
si
te
. 
2
 
C
 
 
 
C
h
a
m
p
io
n
s 
ca
rr
ie
d
 t
h
ro
u
g
h
 t
h
e 
o
b
je
ct
iv
es
 i
d
en
ti
fi
ed
 d
u
ri
n
g
 t
h
e 
co
ac
h
in
g
 s
es
si
o
n
s.
 
2
 
C
 
 
 
P
le
n
ty
 o
f 
e
n
co
u
ra
g
e
m
e
n
t 
fr
o
m
 t
ra
in
er
s.
 
2
 
C
 
 
 
H
av
in
g
 t
ra
in
er
s 
c
h
ec
k
 u
p
 o
n
 p
ro
g
re
ss
 e
n
co
u
ra
g
ed
 t
h
in
g
s 
to
 b
e 
co
m
p
le
te
d
. 
2
 
C
 
 
 
P
o
si
ti
v
e 
ev
e
n
t 
an
d
 e
v
er
y
o
n
e 
e
n
jo
y
ed
 t
h
e
m
se
lv
es
. 
2
 
C
 
 
 
G
re
at
 t
ea
m
-b
u
il
d
in
g
 o
p
p
o
rt
u
n
it
y
. 
 A
p
p
en
d
ix
 O
 
 
 
 
 
 
 
 
5
 
 3
 
C
 
 
 
O
n
e
-t
o
-o
n
e 
tr
ai
n
in
g
 w
as
 p
ar
ti
c
u
la
rl
y
 u
se
fu
l 
–
 g
a
v
e 
ti
m
e 
an
d
 t
h
e 
o
p
p
o
rt
u
n
it
y
 t
o
 w
o
rk
 t
h
ro
u
g
h
 p
ro
b
le
m
s 
a
n
d
 c
o
m
e 
u
p
 w
it
h
 w
o
rk
ab
le
 
so
lu
ti
o
n
s.
 
4
 
C
 
 
 
W
o
u
ld
 b
e 
w
il
li
n
g
 t
o
 p
a
y
 b
et
w
ee
n
 £
1
5
k
 a
n
d
 £
2
0
k
 f
o
r 
co
u
rs
e.
 
5
 
C
 
 
 
Im
p
ro
v
e
m
e
n
ts
 h
a
v
e 
b
ee
n
 m
ad
e 
th
an
k
s 
to
 c
o
u
rs
e.
 
6
 
C
 
 
 
W
o
u
ld
 r
ec
o
m
m
en
d
 c
o
u
rs
e
; 
al
re
ad
y
 h
av
e.
 
7
 
C
 
 
 
Y
es
 -
 n
o
w
 t
h
at
 t
h
e 
c
h
an
g
es
 h
a
v
e 
b
ee
n
 i
d
en
ti
fi
ed
 a
n
d
 t
h
e 
d
ec
is
io
n
 
m
ad
e 
to
 i
n
co
rp
o
ra
te
 n
e
w
 p
ro
ce
d
u
re
s 
an
d
 i
m
p
ro
v
e
m
e
n
ts
 i
n
to
 t
h
e 
o
rg
an
is
at
io
n
 t
h
e 
d
if
fi
c
u
lt
 p
ar
t 
o
f 
p
la
n
n
in
g
 h
a
s 
b
ee
n
 a
rc
h
iv
ed
. 
 A
s 
th
e 
fu
n
d
in
g
 b
ec
o
m
e
s 
av
ai
la
b
le
 w
e
 s
h
al
l 
b
e 
m
o
v
in
g
 f
o
rw
ar
d
 w
it
h
 t
h
e 
ch
an
g
es
 w
e 
a
g
re
ed
. 
8
 
C
 
 
 
F
o
u
r 
o
u
t 
o
f 
fi
v
e 
fo
r 
o
v
er
al
l 
sa
ti
sf
ac
ti
o
n
. 
1
 
D
 
 
M
ak
e 
it
 e
as
ie
r 
to
 p
ar
ti
ci
p
at
e.
 
 
T
h
e 
co
u
rs
e 
is
 w
o
rt
h
 d
o
in
g
. 
1
 
D
 
 
 
T
h
e 
M
-P
ro
v
e 
te
am
‟s
 e
ff
o
rt
s 
an
d
 c
o
m
m
it
m
en
ts
 t
o
 a
g
re
ed
 p
ro
g
ra
m
m
es
 
w
er
e 
k
e
y
 t
o
 a
ch
ie
v
in
g
 t
h
e 
d
el
iv
er
ab
le
s.
 
2
 
D
 
 
 
T
h
e 
C
C
I 
w
o
rk
ed
 w
el
l 
fo
r 
th
e 
c
o
m
p
a
n
y
. 
2
 
D
 
 
 
H
ad
 v
er
y
 g
o
o
d
 b
en
ef
it
s 
–
 h
ad
 a
 b
ig
 i
m
p
ac
t 
o
n
 P
ro
je
ct
 C
h
a
m
p
io
n
s.
 
2
 
D
 
 
 
S
ta
ff
 r
es
p
o
n
d
ed
 w
e
ll
 t
o
 t
h
e 
p
ar
ti
ci
p
at
iv
e 
n
at
u
re
 o
f 
th
e 
p
ro
g
ra
m
m
e.
 
3
 
D
 
 
 
O
n
e
-t
o
-o
n
e 
co
ac
h
in
g
 w
a
s 
h
ig
h
ly
 v
al
u
ed
 b
y
 t
h
e 
P
ro
je
ct
 C
h
a
m
p
io
n
s.
 
5
 
D
 
 
 
S
h
o
w
ed
 t
h
at
 “
fi
n
an
ci
al
 p
ro
g
re
ss
 c
an
 b
e 
m
ad
e 
b
y
 s
ta
ff
 a
t 
th
e 
lo
w
er
 
o
rg
an
is
at
io
n
al
 l
e
v
el
 w
it
h
 t
ar
g
e
te
d
 s
u
p
p
o
rt
 a
n
d
 f
o
cu
se
d
 c
o
m
m
it
m
e
n
t 
fr
o
m
 p
eo
p
le
 a
t 
th
e 
m
o
re
 s
en
io
r 
le
v
el
s 
su
p
p
o
rt
ed
 b
y
 e
x
p
er
ts
.”
 
6
 
D
 
 
W
o
u
ld
n
‟t
 s
el
l 
th
e 
p
ro
g
ra
m
m
e 
as
 „
cu
lt
u
re
 c
h
an
g
e‟
. 
 
“T
h
e 
ch
an
g
e 
in
 c
u
lt
u
re
 c
o
m
es
 a
b
o
u
t 
fr
o
m
 t
h
e 
d
ev
el
o
p
m
en
t 
o
f 
th
e 
em
p
lo
y
ee
s.
” 
6
 
D
 
 
 
D
el
iv
er
ed
 f
in
a
n
ci
al
 b
en
e
fi
t 
a
n
d
 d
ev
el
o
p
ed
 a
 l
a
rg
e 
g
ro
u
p
 o
f 
e
m
p
lo
y
ee
s.
 
8
 
D
 
 
 
W
o
u
ld
 g
iv
e 
it
 f
o
u
r 
o
u
t 
o
f 
fi
v
e 
fo
r 
o
v
er
al
l 
sa
ti
sf
ac
ti
o
n
. 
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p
p
en
d
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  1
 
E
 
 
“I
 w
o
u
ld
 p
re
fe
r 
to
 s
ee
 g
re
at
er
 f
re
ed
o
m
 f
o
r 
p
ar
ti
ci
p
at
in
g
 
co
m
p
an
ie
s 
to
 c
h
o
o
se
 t
ra
in
in
g
 p
ro
v
id
er
s.
” 
 
U
se
fu
l 
re
so
u
rc
e 
fo
r 
fo
cu
si
n
g
 m
an
a
g
er
s 
o
n
 w
o
rk
 t
h
e
y
 s
h
o
u
ld
 b
e 
d
o
in
g
 
an
y
w
a
y
. 
2
 
E
 
 
N
o
t 
m
u
c
h
 i
n
 t
h
e 
w
a
y
 o
f 
b
en
e
fi
ts
 –
 i
t 
w
as
n
‟t
 t
ai
lo
re
d
; 
m
o
re
 l
ik
e 
a 
“s
to
ck
” 
p
re
se
n
ta
ti
o
n
. 
 
B
o
o
st
ed
 c
h
am
p
io
n
s‟
 c
o
n
fi
d
en
ce
. 
2
 
E
 
 
M
a
y
b
e 
id
en
ti
fy
in
g
 a
 s
p
ec
if
ic
 l
ea
rn
in
g
 t
o
o
l 
an
d
 p
ro
v
id
e 
fo
cu
se
d
 
tr
ai
n
in
g
. 
 
G
en
er
al
 a
w
ar
en
e
ss
 o
f 
fo
rt
h
co
m
in
g
 a
ct
iv
it
ie
s,
 a
 s
e
n
se
 o
f 
in
cl
u
si
o
n
 a
n
d
 
fe
el
in
g
 v
al
u
ed
. 
3
 
E
 
 
T
h
e 
ca
li
b
re
 o
f 
th
e 
in
d
iv
id
u
al
 p
ro
v
id
in
g
 t
h
e 
co
ac
h
in
g
 w
as
 
q
u
es
ti
o
n
ed
; 
th
is
 p
er
so
n
 w
as
 n
o
t 
se
en
 a
s 
h
av
in
g
 a
n
y
 p
ar
ti
cu
la
r 
ex
p
er
ti
se
. 
 
4
 
E
 
 
W
o
u
ld
 p
ay
 l
es
s 
th
a
n
 £
1
0
k
 f
o
r 
th
e 
co
u
rs
e.
 
 
5
 
E
 
 
S
en
io
r 
m
a
n
a
g
e
m
e
n
t 
g
en
er
al
ly
 u
n
a
ff
ec
te
d
. 
 
6
 
E
 
 
 
W
o
u
ld
 r
ec
o
m
m
en
d
 t
h
e 
co
u
rs
e 
to
 o
th
er
s.
 
7
 
E
 
 
 
Y
es
, 
ca
n
 s
u
st
a
in
 t
h
o
se
 i
m
p
ro
v
e
m
en
ts
 m
ad
e.
 
8
 
E
 
 
 
O
v
er
al
l,
 s
at
is
fi
ed
 w
it
h
 c
o
u
rs
e.
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APPENDIX P: 
 
 
 
CYBERNETIC PARTICIPATORY INTERVENTION FRAMEWORK: 
STRATEGIC & OPERATIONAL MANAGEMENT PROCESS 
OUTLINES 
 
A
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d
ix
 P
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Ta
bl
e 
I:
 C
yb
er
ne
tic
 P
ar
tic
ip
at
or
y 
In
te
rv
en
tio
n 
Fr
am
ew
or
k 
–
 S
tr
at
eg
ic
 P
ro
ce
ss
es
 
St
ra
te
gi
c 
Pr
oc
es
se
s 
Ta
sk
s 
To
ol
s 
W
ho
 to
 E
ng
ag
e 
In
it
ia
l 
S
et
 U
p
 
A
g
re
e/
es
ta
b
li
sh
 t
h
e 
C
h
a
n
g
e 
P
ro
g
ra
m
m
e 
P
o
li
ci
es
 
  
A
u
d
it
 e
x
is
ti
n
g
 o
rg
a
n
is
at
io
n
al
 p
o
li
cy
 g
u
id
el
in
e
s 
(i
f 
th
e
y
 
ex
is
t)
 
A
u
d
it
 o
f 
a
n
y
 p
re
v
io
u
s 
c
h
an
g
e 
in
it
ia
ti
v
e
s 
In
te
rv
ie
w
s 
o
r 
m
ee
ti
n
g
s 
S
en
io
r 
M
an
a
g
e
m
en
t 
D
ed
ic
at
ed
 P
ro
g
ra
m
m
e 
S
p
o
n
so
r 
O
th
er
 p
er
so
n
n
e
l 
as
 a
p
p
ro
p
ri
at
e
 
E
st
ab
li
sh
 C
h
an
g
e 
P
ro
g
ra
m
m
e 
T
ea
m
 
 
A
u
d
it
 o
f 
a
n
y
 p
re
v
io
u
s 
c
h
an
g
e 
in
it
ia
ti
v
e
s 
In
te
rv
ie
w
s 
o
r 
m
ee
ti
n
g
s 
S
en
io
r 
M
an
a
g
e
m
en
t 
D
ed
ic
at
ed
 P
ro
g
ra
m
m
e 
S
p
o
n
so
r 
O
th
er
 p
er
so
n
n
e
l 
as
 a
p
p
ro
p
ri
at
e
 
D
ev
el
o
p
 C
h
a
n
g
e 
P
ro
g
ra
m
m
e 
G
u
id
el
in
es
 
W
o
rk
sh
o
p
 
M
ee
ti
n
g
 
R
ep
o
rt
 f
o
rm
at
 
P
ap
er
 b
as
ed
 /
 e
le
ct
ro
n
ic
 /
 w
eb
si
te
 
S
en
io
r 
M
an
a
g
e
m
en
t 
D
ed
ic
at
ed
 P
ro
g
ra
m
m
e 
S
p
o
n
so
r 
O
th
er
 p
er
so
n
n
e
l 
as
 a
p
p
ro
p
ri
at
e
 
E
v
al
u
a
ti
n
g
 
th
e
 
H
er
e 
an
d
 N
o
w
 
M
ea
su
re
 e
x
is
ti
n
g
 c
u
lt
u
re
  
 
V
ar
io
u
s 
d
at
a 
co
ll
ec
ti
o
n
 m
et
h
o
d
s 
S
u
rv
e
y
 /
 q
u
e
st
io
n
n
ai
re
s 
–
 b
as
e
li
n
e 
su
rv
e
y
 
In
te
rv
ie
w
s 
C
h
a
n
g
e 
P
ro
g
ra
m
m
e 
T
ea
m
 
M
ea
su
re
 e
x
is
ti
n
g
 p
er
fo
rm
a
n
ce
 
V
ar
io
u
s 
d
at
a 
co
ll
ec
ti
o
n
 m
e
th
o
d
s 
S
u
rv
e
y
 /
 q
u
e
st
io
n
n
ai
re
s 
–
 b
as
e
li
n
e 
su
rv
e
y
 
In
te
rv
ie
w
s 
F
in
a
n
ci
al
 r
ep
o
rt
s 
P
er
fo
rm
a
n
ce
 r
ep
o
rt
s 
C
h
a
n
g
e 
P
ro
g
ra
m
m
e 
T
ea
m
 
F
u
tu
re
 
V
is
io
n
in
g
 
S
tr
at
eg
ic
 P
la
n
n
in
g
 
W
o
rk
sh
o
p
 
A
n
al
y
si
s 
o
f 
in
d
u
st
ry
 
C
h
a
n
g
e 
P
ro
g
ra
m
m
e 
T
ea
m
 
C
h
al
le
n
g
e 
E
v
e
n
t 
C
h
al
le
n
g
e 
T
o
o
lk
it
 
C
h
a
n
g
e 
P
ro
g
ra
m
m
e 
T
ea
m
 
A
ll
 s
ta
ff
 
A
p
p
en
d
ix
 P
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  O
pe
ra
tio
na
l 
M
an
ag
em
en
t 
Pr
oc
es
se
s 
Ta
sk
s 
To
ol
s /
 M
et
ho
ds
 
W
ho
 to
 E
ng
ag
em
en
t 
M
an
ag
e
m
e
n
t 
E
st
ab
li
sh
 C
h
an
g
e 
M
a
n
ag
e
m
e
n
t 
P
ro
ce
ss
es
 
W
o
rk
sh
o
p
 
P
ro
ce
ss
 m
o
d
el
li
n
g
 
M
ee
ti
n
g
 
S
en
io
r 
M
an
a
g
e
m
en
t 
(s
ig
n
 o
ff
) 
C
h
a
n
g
e 
P
ro
g
ra
m
m
e 
T
ea
m
 
C
h
a
n
g
e 
S
p
o
n
so
rs
 (
d
ep
en
d
in
g
 o
n
 p
ro
je
ct
s 
o
r 
th
e
m
es
 
id
en
ti
fi
ed
) 
C
h
a
n
g
e 
C
h
a
m
p
io
n
s 
D
ev
el
o
p
 /
 e
x
te
n
d
 C
h
a
n
g
e 
P
ro
g
ra
m
m
e 
G
u
id
el
in
es
 
  
 B
u
d
g
et
 
  
 R
o
le
s 
an
d
 r
es
p
o
n
si
b
il
it
y
 
  
  
W
o
rk
sh
o
p
 
M
ee
ti
n
g
 
R
ep
o
rt
 f
o
rm
at
 
P
ap
er
 b
as
ed
 /
 e
le
ct
ro
n
ic
 /
 w
eb
si
te
 
S
en
io
r 
M
an
a
g
e
m
en
t 
(s
ig
n
 o
ff
) 
C
h
a
n
g
e 
P
ro
g
ra
m
m
e 
T
ea
m
 
C
h
a
n
g
e 
S
p
o
n
so
rs
 (
d
ep
en
d
in
g
 o
n
 p
ro
je
ct
s 
o
r 
th
e
m
es
 
id
en
ti
fi
ed
) 
C
h
a
n
g
e 
C
h
a
m
p
io
n
s 
C
o
-o
rd
in
at
io
n
 
E
st
ab
li
sh
 c
o
-o
rd
in
at
io
n
 p
ro
ce
ss
es
  
  
 M
ee
ti
n
g
s 
/ 
fr
eq
u
e
n
c
y
 
W
o
rk
sh
o
p
 
M
ee
ti
n
g
 
S
en
io
r 
M
an
a
g
e
m
en
t 
(s
ig
n
 o
ff
) 
C
h
a
n
g
e 
P
ro
g
ra
m
m
e 
T
ea
m
 
C
h
a
n
g
e 
S
p
o
n
so
rs
 (
d
ep
en
d
in
g
 o
n
 p
ro
je
ct
s 
o
r 
th
e
m
es
 
id
en
ti
fi
ed
) 
C
h
a
n
g
e 
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